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23 July 1986

MEMORANDUM FOR: Executive Director
Deputy Director for Administration
Deputy Director for Intelligence
Deputy Director for Operations
Deputy Director for Science and Technology
Director of Personnel

FROM: Director of Central Intelligence

SUBJECT: SSCI Hearing — 23 July 1986

Attached is the statement I made today before the SSCI on personnel
management.

I want to move out on this immediately. You should begin now to
articulate and schedule the steps I said we are going to take.

o=
William J. Casey

Attachment:
As stated

cc: DDCI
D/Ex Staff
DCI
ER
ES

Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9



Declassified in P_art - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9

FINAL

~_DCI TESTIMONY
SENATE SELECT COMMITTEE ON INTELLIGENCE
23 JuLy 1986
CIA PERSONNEL MANAGEMENT

IT IS A PLEASURE FOR US TO BE HERE TODAY TO TALK ABOUT
ASPECTS OF PERSONNEL MANAGEMENT IN THE INTELLIGENCE COMMUNITY.

EXECUTIVE DIRECTOR OF DIA, DEPUTY

DIRECTOR FOR ADMINISTRATION FOR NSA, AND SECRETARY MORTON
ABRAMOWITZ FOR INR WILL ADDRESS PERSONNEL NEEDS AND INITIATIVES

IN THEIR ORGANIZATIONS. I WILL COMMENT GENERALLY ON THE COMMUNITY
AND ADDRESS DEVELOPMENTS IN CIA MORE SPECIFICALLY. IN AN AGE

OF HIGH TECHNOLOGY, IT IS EASY TO LOSE TRACK OF THE FACT THAT
INTELLIGENCE IS A MANPOWER INTENSIVE BUSINESS.

WHEN I CAME TO THIS JOB I FOUND AN ENTHUSIASTIC, DEDICATED
AND, ABOVE ALL, HIGHLY TALENTED WORKFORCE. THEY WERE STRETCHED
DANGEROUSLY THIN FROM THE CUTS OF THE LATE 1970s, BUT THE SENSE
OF DAILY CHALLENGE AND FULFILLMENT THEY GOT FROM THEIR WORK WAS
AN INSPIRATIUN. WITH YOUR SUPPORT, THEIR RANKS HAVE BEEN
REBUILT AND THEY HAVE OBTAINED THE RESOURCES THEY NEEDED AND
DESERVED.

OUR PERSONNEL SYSTEM HAS SERVED US WELL AND HAS MANY
STRENGTHS. IT ACCOMPLISHES OUR MOST FUNDAMENTAL GOAL,
DEVELOPING PEOPLE WHO ARE EXPERTS IN THEIR FTELDS AND DEEPLY
COMMITTED TO OUR MISSION. BY AND LARGE OUR EMPLOYEES SAY
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OUK PERSONNEL SYSTEM IS FAIR. EACH INDIVIDUAL CAN MAKE A
DIFFERENCE AND GOOD PERFORMANCE IS REWARDED. TODAY, WE ARE
FOCUSING ON MAKING OUR MIX OF TALENT AND EXPERIENCE MESH BETTER
WITH THE LANGUAGES AND THE CULTURES AND THE NATURE OF THE
PROBLEMS AND THREATS WE MUST DEAL WITH.

THE WORLD IS CHANGING. WE NEED TO CHANGE WITH IT.
WE MUST SEE THAT OUR INTELLIGENCE COMMUNITY DOES NOT SUFFER
THE MIDDLE AGE MALAISE THAT MANY ORGANIZATIONS EXPERIENCE.
WE MUST ANTICIPATE KEY FORCES WHICH WILL SHAPE OUR PERSUNNEL
NEEDS FOR THE FUTURE.

-- WE NEED A LARGER PERCENTAGE OF EXPERTS IN OUR
WORK FORCE, EXPERTS WHO HAVE HIGHLY MARKETABLE SKILLS ON
THE QUTSIDE.

-- WE FACE INTENSE COMPETITION FROM THE PRIVATE
SECTOR, AND PARTICULARLY FROM BELTWAY CORPORATIONS WITH WHOM
WE DO BUSINESS AND WHO INCREASINGLY CAN ATTRACT OUR PEOPLE.

-- THE RATE OF CHANGE IN SOME SKILL AREAS IS SO
HIGH THAT CONSTANT, CONTINUING RE-EDUCATION IS IMPERATIVE.

-- WE SEE INCREASING NUMBERS OF VERY TALENTED BUT
INEXPERIENCED AND SOMETIMES IMMATURE YOUNG PEOPLE. THE LACK
OF MILITARY EXPERIENCE IN OUR RECRUITS, FOR EXAMPLE, SHOWS.

-~ TANDEM COUPLES AND SINGLE-PARENT FAMILIES ARE A
FACT OF LIFE. WE MUST ADJUST TO THEM OR WATCH OUR RECRUITMENT
PROBLEM GROW-.
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TODAY WE FIND MORE AREAS DENIED TO US. WE HAVE TO COPE
WITH RELATIVELY NEW AND RAPIDLY INTENSIFYING THREATS OF TERRORISM,
NARCOTICS SMUGGLING, ARMS TRAFFICKING, INSURGENCIES AND COUNTER-
INSURGENCIES. THIS IS HEAVILY CONCENTRATED IN LATIN AMERICA,
THE MIDDLE EAST, THE INDIAN SUBCONTINENT, SOUTHERN AFRICA, AND
THE GREAT PACIFIC ARENA. HERE WE ARE REQUIRED TO WORK WITH
LANGUAGES AND CULTURES WHICH UNTIL RECENTLY OCCUPIED ONLY A
RELATIVELY SMALL PORTION OF OUR PEOPLE. WE MAY WELL BE DENIED
ACCESS TO STILL OTHER AREAS.

THE TERRORISTS AND SOME OF THESE OTHER THREATS HAVE
BURGEONED SO RAPIDLY THAT WE CAN'T AFFORD FOUR TO FIVE YEARS
TO DEVELOP YOUNG OFFICERS TO HELP US COPE WITH THEM. TO MEET
THIS NEW CHALLENGE, WE ARE REACHING OUT TO RECRUIT, TRAIN AND
USE MORE PEOPLE WHO BRING WITH THEM THE LINGUISTIC AND CULTURAL
APTITUDES RELEVANT TO THESE NEW THREATS. WE ARE REACHING OUT
FOR PEOPLE WHO HAVE THE BACKGROUND AND EXPERIENCE TO SUCCESSFULLY
LIVE, VISIT OR TRAVEL IN AREAS IN WHICH WE HAVE NOT HAD TO BE
SO ACTIVE IN EARLIER YEARS. FOR A BROADER BLEND OF PEOPLE, WE
ARE REACHING OUT FOR PEOPLE TEN TO FIFTEEN YEARS OLDER THAN
THOSE WE HAVE TRADITIONALLY SOUGHT TO BRING ON DUTY. THIS
SHIFTING OF GEARS IS URGENT AND CRITICAL. [IT CALLS FOR NEW
DEPARTURES AND BOLD INNOVATIONS IN OUR RECRUITING, TRAINING,
COMPENSATION, AND GENERAL PERSONNEL MANAGEMENT.

3
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HISTORICALLY, EVEN WITH THE SPECIAL AUTHORITIES GRANTED
THE DIRECTOR OF CENTRAL INTELLIGENCE BY LAW, WE HAVE GENERALLY
WORKED WITHIN THE BROAD FRAMEWORK OF THE OVERALL FEDERAL
PERSONNEL STRUCTURE. THE PRESIDENT HAS FOUND THE GOVERNMENT'S
PRESENT COMPENSATION SYSTEM INFLEXIBLE AND OUT OF DATE. AS
YOU KNOW, THE OFFICE OF PERSONNEL MANAGEMENT JUST FORWARDED
TO THE CONGRESS MAJOR PROPOSALS FOR SIMPLIFYING THE FEDERAL
PERSONNEL SYSTEM. WE T00 BELIEVE IT IS TIME FOR CHANGE. WE
ARE EXPERIENCING SEVERAL PROBLEMS:

-- TODAY'S SYSTEM DOESN’'T FACILITATE LATERAL ENTRY.

-- WE CANNOT ADJUST BENEFITS TO SUIT EMPLOYEE AGE
OR CIRCUMSTANCES.

-- QUR ABILITY TO REWARD PERFORMANCE IS NOT NEARLY
SO WELL STRUCTURED AND DEVELOPED AS OUR ABILITY TO REWARD
LONGEVITY.

-- THE PROCESS RELATING SALARY AND BENEFIT STRUCTURE
TO MARKET FORCES (PARTICULARLY IN HIGH-DEMAND, SPECIALIZED
SKILL AREAS) IS PONDEROUS.

WE HAVE ALREADY BEGUN THE PRUCESS OF ADJUSTING OUR
COMPENSATION SYSTEM TO MEET THE CHALLENGES WE FACE. WE ARE
ALREADY INTRODUCING INNOVATIONS INCLUDING:

-- SPECIAL AGENCY-SPECIFIC PAY SCHEDULES FOR
SCIENTISTS, ADP PROFESSIONALS, ENGINEERS, AND MEDICAL
OFFICERS;

4
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-- A PAY BANDING EXPERIMENT IN OUR OFFICE OF
COMMUNICATIONS;

-- A NEW SECRETARIAL CAREER AND PAY SYSTEM WITH
FOUR BROAD PAY LEVELS, MODIFIED PAY FOR PERFORMANCE, JOB
ENRICHMENT AND SIGNIFICANTLY INCREASED TRAINING;

-- NON-SUPERVISORY SPECIALIST TRACKS FOR A LIMITED
NUMBER OF PROFESSIONS AND POSITIONS;

-- OVERSEAS PAY THAT IS 9.6% HIGHER THAN DOMESTIC;
AND

-- AN EMPLOYEE SPUUSE PROGRAM FACILITATING JOINT
ASSIGNMENTS AS WELL AS GUARANTEEING REEMPLOYMENT AT CURRENT
GRADE ON RETURN TO DUTY WHEN JOINT ASSIGNMENTS CANNOT BE
ARRANGED.

NOW LET ME TELL YOU SOME OF THE OTHER STEPS I BELIEVE
WE NEED TO TAKE:

-- WE NEED TO ADJUST OUR PAY SYSTEM TO ACCOUNT FOR
THE PROBLEMS 1 ENUMERATED EARLIER, PARTICULARLY TO BETTER
RELATE PERFORMANCE AND COMPENSATION. WE NEED TO EXPAND OUR
EXPERIENCE WITH PAY BANDING IN THE OFFICE OF COMMUNICATIONS
AND OUR NEW SECRETARIAL CAREER SYSTEM TO MOST, PERHAPS ALL,
OF OUR WORK FORCE. (WE HAVE NOT HAD A CHANCE TO STUDY THE
NEW OPM PROPUSAL IN DETAIL, BUT WE BELIEVE MANY OF THEIR
IDEAS TO BE PARALLEL TO OURS.)

5
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-- WE NEED TO MAKE EXTENSIVE CHANGES IN OUR PERSONNEL
STRUCTURE TO ALLOW US TO MORE ADEQUATELY REWARD EXPERTS AS
OPPOSED TO MANAGERS. WE NEED TO PROVIDE A WAY FOR TECHNICAL
AND SUBSTANTIVE EXPERTS WHO DO NOT GO INTO MANAGEMENT TO
CONTINUE TO BE RECOGNIZED AND REWARDED SO THAT THEY STAY WITH
CIA AND HELP US WITH THE INCREASINGLY COMPLEX COLLECTION AND
ANALYTICAL PROBLEMS WE FACE.

-- WE NEED TO RETHINK THE CURRENT SET OF INCENTIVES,
ALLOWANCES, AND OTHER BENEFITS SO THAT WE CAN OFFER A BROAD,
FLEXIBLE COMPENSATION PACKAGE THAT RECOGNIZES THAT THE NEEDS
OF OUR EMPLOYEES VARY AT DIFFERENT STAGES OF THEIR LIVES AND
CAREERS.

-- WE NEED TO REFOCUS OUR TRAINING PROGRAMS AND
DEVOTE MORE OF OUR RESOURCES TO THEM, BOTH TO BRING NEW
EMPLOYEES UP TO SKILL AND MATURITY LEVELS THEY DO NOT HAVE
WHEN THEY JOIN US AND TO HELP MANY OF OUR EXPERIENCED PEOPLE
REFRESH THEIR SKILLS AND UPDATE THEIR KNOWLEDGE IN THEIR
FIELDS.

-- WE NEED TO TAKE FURTHER STEPS TO ENHANCE MANAGEMENT
AND LEADERSHIPS SKILLS OF THE PEOPLE ENTRUSTED WITH THESE
RESPONSIBILITIES. WE LONG AGO REALIZED THAT IN MANY CASES
WE CANNOT PAY EMPLOYEES WHAT THEY MIGHT EARN IN THE PRIVATE
SECTUR. OQUR ABILITY TO ATTRACT AND RETAIN PEOPLE RESTS
STRONGLY ON OUR ABILITY TO LEAD AND MANAGE THEM IN WAYS WHICH
CONSTANTLY REINFORCE THE EXCITEMENT AND CHALLENGE OF OUR PROFESSION.

b
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THE CULTURE IN OUR INTELLIGENCE COMMUNITY HAS FOSTERED
OVER THE YEARS A LEVEL OF DEDICATION AND ENTHUSIASM WHICH
I HAVE NOT SEEN IN ANY OTHER ORGANIZATION. WE MUST SEE THAT
THIS SPIRIT IS SUSTAINED AND STRENGTHENED AS WE FACE THE
UNPRECEDENTED CHALLENGES I SET FORTH FOR YOU IN MY NATIONAL
INTELLIGENCE STRATEGY. OUR IMPORTANT AND EXCITING MISSION
ATTRACTS PEOPLE TO US. WE HAVE TO PROVIDE THE FRAMEWORK FOR
ACCOMPLISHMENT AND FULFILLMENT, AND RECOGNITION THAT KEEPS
THEM HERE. WE LOOK FORWARD TO WORKING WITH YOU TO IMPROVE
THE MANAGEMENT OF OUR MOST IMPORTANT RESOURCE SO THAT WE CAN
CONTINUE TO PROVIDE OQUR COUNTRY WITH THE BEST INTELLIGENCE
PROFESSIONALS IN THE WORLD.

7
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SENATE SELECT COMMITTEE ON INTELLIGENCE
Personnel Hearing
Wednesday, 23 July 1986
0930-1200 Hours

WITNESS LIST

WITNESSES:

Mr. William J. Casey Director of Central Intelligence

STAT
’ Executive Director
Defense Intelligence Agency

Deputy Director for Administration
National Security Agency

Ambassador Morton 1. Abramowitz Assistant Secretary of State for INR
Department of State

ACCOMPANIED BY:

Mr. William F. Donnelly Deputy Director for Administration
Central Intelligence Agency

Miss Eloise R. Page Deputy Director
Intelligence Community Staff

STAT

Assistant Deputy Director for Attaches
and Operations
Defense Intelligence Agency

Assistant Deputy Director for Human
Resources
Defense Intelligence Agency

Directbr of Personnel 25X1
Central Intelligence Agency

Deputy Director of Personnel for
Plans, Analysis and Evaluation
Central Intelligence Agency

Ambassador Frank McNeil Deputy Assistant Secretary for INR
Department of State

Or. Kathleen Bailey Deputy Assistant Secretary for
Interdepartmental Affairs
Department of State

STAT

Office of Personnel
National Security Agency 25X1

O0ffice of Personnel
National Security Agency

—COMFFBENTIAL
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CONFIDENTIAL
ALSO ATTENDING:
Mr. David Gries Director, Office of Congressional Affairs
Central Intelligence Agency
STAT
Legislative Affairs
Defense Intelligence Agency
25X1

Chief, Legislative Affairs
National Security Agency

Legislative Affairs Office
National Security Agency

Mr. William Schmidt Congressional Affairs
Federal Bureau of Investigation

Mr. James Wong A Intelligence Division
Federal Bureau of Investigation

CONFIDENTIAL
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 STATENENT BY THE EXECUTIVE
DIRECTOR, DIA, BEFORE THE SERATE
SELECT COMMITTEE ON INTELLIGENCE
REVIEN OF INTELLIGENCE COMAMITY PERSONMEL
23 JuLY 1986

. ——————————

V(u) rTluuk you. Hr Chairman and mesbers of the Committge, for the
opportunity to appear before you today to discuss Defense
.. Intelligence Agency's manpower and personne) goals and strategies to weet

- _-the challenges described in the DCI's National Intelligence Strategy.

(U) As the Agency nears fts 25th anniversary this October, 1t s
1Qortaﬂttoreﬂutonmowemmd-berewehavebeenovcrthescm
and a half decades. It is interesting to note that of the 2.1 million
officers and enlﬁted persornel on active duty today, probably less than
4 percent can ever remember a time when DIA was not providing
_intelligence support for their plans and operations.

e - oame W
- e D e

%.';;*;T_* " (V) The basic misston of DIA is to satisfy the foreign military
___intelligence requirements of the Secretary of Defense, Joint Chiefs of
Staff and wajor cosponents and field commanders of the Dgpartment of
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Defense. This basic tasking has never changed; however the ways a which
we execute our mission, the caliber of personnel who

commanders in the field. The new DIA of today is radically differeant in
focus, attitude, and ability from that of the 1960s and 1
of tomorrow will be different from that of today. It s the| ability to
change and adapt to new challenges and circumstances ¢ |
strength of any organization. Our motto for the 25th Mn

versary of
- DIA — Committed to Excellence in Defense of the Natioa|— was mot
N Tightly chosen.

(U) As the members of this Committee are aware, it 1s a goal of

Generad Perroots, as we)l as aine, to contimually e the
affectiveness and responsiveness of Defense Intelligence to all consumers
and to seek efficiencies and sconomies ta the utilization of fintelligence v
resources. DIA*s role tn Defense intelligence management is equally as
important as 1ts substantive intellfgence production respoasilhtles. .

(S) The early years of DIA were difficult ones for both the Agency
and the nation with dintelligence requirements and natfonal policies

changing rapidly. By 1965, when the last component the newly
' established DIA was in place — the Defense Attache System -~ DIA, and
RADLE VIA

TALENT -XE YPOLE ~COMINT
CONTROL SYSTEMS JOINTLY
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the Intelligence Community as a whole, faced an incredibly expanded

target structure, fintercontinental missiles, SAMs, U-2 o satellfte

-collection platforms, and a growing U.S. tavolvement in Southedst Asia.

25X1
(S) In FY 1968, at its height of the U.S. presencs in Vistam,

The foflowing year 25X1
| ‘ !
the Executive Branch and the Congress began a scaling back of the size of
the Department of Defense which would last over a decade. DIA was not

spared.

25X1

(C) For over a decade DIA‘s managers faced the constant
what and how much to eliminate while still meeting misst essential
requirements -- standing watch over the Soviet UnionNarsQ act, treaty
monitoring, technology developments, etc. -- meanwhile fipding stil)

further bfllets to divert ¢to essential new requir ts. Every

conceivable method was used to absorb the elimination of one of every
three of our personnel, from dropping families of products ko wholesale
reductions in support operations and services. Finally the Agency found
itself one-deep or none-deep in numerous aress not exclustviely confined
ts tntelligence analysis. The 1970s were simply an uvrmitig disaster

for military intelligence in general, and for DIA in particulsr.

HANDLE VIA ‘ . g
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(C) The poor state of the General Defense Intelligence Jrogr- and

¥

DIA was recognized and acknowledged by this very Committee 1n |the Spring

of 1979 during the preliminary hearings on the FY 1960 #mimm
Budget. The SSCI took a leading role in recognizing that the ution wvas
paying too steep 2 price for the false intelligence economies of the
1970s, and that the Genera)l Defense Intelligence Program and DIA meeded
|anpower augmentatfons, mnot further reductions. The

skeletal staff in many geographic and functional areas,
Banpower shortages in the intelligence processing and support
Agency.

($) At first, we requested, and the Congress authorized, msanpower
increases primarily to augment basic military intelligence analysis with
the principa) focus on areas of high threat -- USSR/Marsaw Part and the
PRC -~ or of dincreasing stratepic and political signific

Middle East, Latin America and Africa South of the Sahara.

(U) Additional personnel were authorized not only to restore and
enhance basic data analysis, conduct Tong-range, indepth anallysis, and
provide current intelligence and support to the JCS, but also to enadle
DIA to rtake new and important missions. For example, some inited
manpower whs also suthorized to augment the Defense Attache System to
sccommodste manning requirements of newly opened Defense Attache Offices
’1n mqntrigs in which there had been no Defense representation.
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i‘n our recent manpower requests, for Fiscal Years 1986 and 1947, resources
were included to intensify resesrch and mﬂyﬂi’ on Third World countries,
' especially Lbose in the #Middle East, Southwest Asfa, Mric . 8nd Latin
America. Stanarly. progress in Soviet weapons programs, most ipiﬂcumy
pi .mobfle strategic systems, are forcing DIA to spply additional manpower
5, vresources and to develop innovative analytical technigues to| monitor and

evaluate these new systems. New areas which will consume consjderadle man-

b years of effort include low-intensity conflict analysis, such as terrorise
' and insurgency, narcotics, mws transfer, and muclear and biological and
f.' chemical warfare issves.

(U) ¥mile 1 have nighlighted the principal new and expanded areas of

endeavor DIA has undertaken in the past few years requirt

g, manpower, 1 would JYike to ewphasize that to accomplish
responsibilities, adjust to shifting intelligence pri
accommodate increases in data volume since 1979, al) Ievels of DIA
management have constantly examined the allocation of scprce RNINpOweT
resouv;ces. The objective of these self-examinations has always been to
ainimize requirements for new personnel while positiontag the y 10 meet

the requiremsents of tomorrow.

(U) Since the end of FY 1979 there have been hundreds Pf changes 1n
d Du's billet structure ranging from slight sdjustments to distrete position

specialty requirements to limited pillet, section, branch,| end division
realigments. Each was undertaken by Jine management and fpternal Agency
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resource sanagers with the objective of some qualitative or quantitative
improvement, however slight, to the overall structure and oru%ﬂnﬂw of
DIA. | ‘

i

(U) 1 should also note that our rebuilding efforts haven't |been ltmited
to billets alone. To meet the new challenges of the 19903 and beyond, it was
and is clear that our approach to human resource management, if it is to be
successful, could not be configured solely on past actices and
accomp)ishments. We must comsider the envirommental demands :J e different
tomorrow, focusing not only on optimm workforce size, but on personnel
quality factors necessary for building a highly skilled manpower base.
There is no cdoudt that tomorrow we will be required to do move, do it

better, and do it faster than ever imagined previously.

we have concluded that additionmal fs needed.

Technically sophisticated foreign weapon systems are being eloped and
placed in the field, a situation which translates directly {atq more comp lex
collection requirements, and the need for wmore C ination and
collaboration among SIGINT, MMINT, Imagery and MASINT reqiirements and

collection operations managers.

other than

WMMINT, remained essentially constant. The “tyramny of |[the present®
represents & constant pressure on available manpower and are too few
resources remaining to anticipate, plan, and programm for the c¢hanges (n the
collection| enviromsent, technology, U.S. security interest as, wartime

Juat{ of sed new systems.
su?port planning, and utilisy ex¥qluat 31\: propo ﬁ A

1
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(S) The DoD HUMINT system, both ‘overt and clandestine, |requires a
spectrum of capadilities from those personne) assigned to this duty. They

sust have recent wmilitary operationa] or management expert

language and ares expertise, security reltability, and the
flexibility ito devote one-third of their career to NnINT

These are difficult criteria and DIA WUMINT management and silitary and
civilian persoanel operations professionals are working closely to scquire
and murture these types of individuals. Though HMINT,
clandestine HUMINT, {s by definition the slowest of the INTs [in terms of
placing a collection asset near the target, it has the highest potentis)-
return on invested resources. The {nvestment cost in manpower) especially

- support to collection ratio, is very high. The mﬂnp-entr s strong
{integrated DoD HUMINT management and operations system will tak

time, as it
should. The price of haste is a potential *incident® -- 3 circumstance which

intelligence professionals cannot deliberately foster.

(C) In the ares of counteriatel)igence and security, while owr
counterintel) }igence support capability has grown in recent years, sanning of
the more traditional security fuactions has nmot kept pace. The FY 1987

President’s Budget includes the first signiftcant increases| in security

sanpower since the drawdown pf the 1970s. DIA is not only responsible for
$1's own internal security posture, but also provides DoD-wide support for
compartmented security policy and procedures other than NSA terial. DIA

controls the numbers of compartmented accesses authorized, and approves and

.. ~ A —
N SR

iy
¢
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inspects storage facilities for compartmenied materisl).

mmber of

storage facilities and people cCleared for compartmented |matertal has

increased exponeatially since 1980. DIA manpower serving that population
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; has not. We know we must 0o 3 better Job in this area M& additional
J manpower s key to success.

-~ - o

{C} As we move forward into the 1990s, there will continue ko be a need
for additioul manpower to satisfy the increasing demands 401' finfshed
1nul‘ngeuce products as well a3 to cope with the fmpacts of aemerging
technologies on the analytical and dissemination processes. This smal)

growth requirement should Jevel off in the near future a3 anmalytice)

proficiency in and exploitation of new technologies {ncregse and new
f fact)ities, comsunications technigues, and information systems

are placed into operation.

(V) The Agency's cmimt to accomplishing the plans w‘ﬂmd in the
DC1's nationa) intelligence strategy s reflected in owr dn personne)
policies and plans for the future. In addition to the contt s goal of
maintaining an effective, economica) balance between workforce size and
mission essential requirements, there are two other major resource

challenges being confronted by DIA.

(U) First, the workforce needed to respond to the inteli{gence demends
!

of tomorrow s changing and will be more technically orienteg. Where once
é 4ndividuals with broad academic backgrounds and limi prior work
\ 1
' expcriencel could be successfully assimilated into tMl intelligence

|
disciplines, we must now aggressively pursue and scquire personnel with

?-

' actual nissim related experience, specialized ~academic 1als, and

high skﬂ't‘ levels. Our recruitment program has become more vi and wil}
continuve to broaden to exploit new sources of quality persomnei.
oo WANDLE V1
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{V) The second major muman Tesource challenge betng faced Yy the Agency
goes hand-in-hand with changing recruitment practices. T Agency 13
actively working towards establishing a more attractive working environment
attuned to the unique needs of indtvidusls comprising the DIA workforce of
today and tomorrow. Yo date, the acquisition and retention of equaltty
‘personnel has not been a major problem for DIA. Over the last }0 years, the

R T

Agency's average attrition rats Mas been consideradly less than the nors for
the Federal government. Again, while we recognize that even though retention
of quality personnel has been excellent, it may not rsmain 30 in the future

as competition for spectalized and scarce expertise increases |in both the

private and public sectors. With that in aind, we have initia an enhanced
personnel management and development program for the 1990s. goal was -

and is -- to ensure that DIA mas a well-trained ond ted, highly
wot{vated, loyal workforce proud of fts contributions to the ity of the
United States. Me realize that we not only need to attract retain dut

) also to "nurture™ the type of analyst needed to meet the challenges of the
| 1990s and beyond.

(U) The Intelligence Authorfzation Act for FY 1982, ML §7-89, did much
: to bring the Defense lntelligence Agency into aligmment with our colleague
agencies —- CIA and WSA. Under provisions of PL 97-89, the Defamse
Y lmuigu*,z Senior Executive Service (OISES) was established. Although the
| DISES is ?atterned after the Senior Executive Service, it i3 unique in that
it recognizes mnot only 1eadership capapilities bdut slso the substamtive
intelligence expertise valued 30 highly in the communtity.
BANDLE VIA
TALENT-KEYMOLE +COMIET
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(V) We have developed over 40 career ladder programs |to fidentify

p;rmssive knowledges and skills needed to advance in particular
occupation :'to tnclude all tntelligence and intelligence positions
throughout DIA. To cowplement these carser ladders and to befter evaluate
job performance, a new performance mppraisal system i3 being tap lemented.
The new system §s bdased en performance aress &nd tes; 1t.e.,
personal attributes, which have been derived from a cross 3 fon of the
workforce. By the beginning of 1987 the sew appratsal system will be in
place for all civilian employees. )

(U) As added emphasis is placed on knowledges and 3kill velopment for

; progression in the cereer ladders, emphasis is also being p) ced on training
| and education. For example, 2 Career Programs Selection Bosrd (CrS8) of
senfor management officials was established last year to oversee all long-
term civilian career development and 1iraining opportunities, such as
] rotational assigments and full-time study. Our Defense Intelljgence College
has also been expmmng thermrwors and kinds of educational programs to

' enhance the quality of intenigeucevpersml for not only DIA/ but the total
Community. New graduate concentrations, weekend course VT-& and hew

mobile training courses are being developed for an increasfing aumber of
1m111gm4;e professionals throughout the Community.

s | -
. {U) DIA's success in quality personnel training and ation results

from a collaborative effort among training administrators intel)igence

NANDLE V1
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sanagers, and the latedltgence Community to assess existing and future
training and educattion requirements and to deliver programs satch those

of Training, tasked to direct and manage OIA’S internal trafin programs ,

and the Oefense Intelligence College, tasked with the education and tratatng

; requirements. In resposse to intelligence management 1u1t1nt1nl,‘the 0ff ice

- ..

e

of aflftary and civilian personmel for commend, staff, end |policymaking
positions in the DoD, national, and international intelligenced structures,
have initiated new and innovative programs 1n the areas of | Joint Space

e

Intelligence/Operations; management training for intermediate end seaior

v

iatelligence personnel; counterterrorism analysis; strategic deception

- v

amareness; and, HUMINT collectton.

(U) Both the College and Office of Training have been

dealing with advancing technology in intelligence systems, pariicipating
the planning and progr ing stages of new systems so as to have m(c&

materials and courses available when new systems reach

operational
; capadility. An ongoing evaluation process controls the quality of our
training and. education efforts. All courses are subject to al review,
keeping content and focus current and ensuring professiopal training

requirements are met.

{U) In additton, the College 1s placing greater emphasis
research and scholarship. In 1986 the College hosted conf

W x5 0L

tables, sywosia on Terrorism, Low Intensity Clonflict, the Nora of

-

Africs. Tol meet total force requirements, weekend courses| on National

.
- o
P

Intelligence, Human Intelligence, Reconnsissance and Technical laforwmation
Collection, and Scientific and Technical Intelligence, to name a few, ore

1
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(V) MiYitary career development opportunities have also

|
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emphastized

over the last few years. Two ysars ago, we started & wmiljtary coreer

enhancement program where key persoane! from all branches

Forces discuss assignments, career  incentives,

snd

the Armed
educational

opportunities. DIA sponsors its ewn program to select the Ealﬁd Nilitary

Member of the Quarter and Year, has initiated an Outstanding

of the Year Program, and actively participates in the

Exceptional Perforsance Program.

{U) Another area
mobi)5zation planning and DIA subscribes fully to the mandate

of major importance to DoD and OIA dg

{or Officer
Stripes for

crisis and
at 1t s the

role of all DoD components to deter war but if deterrence fails, we must

fight to win. DIA has undertaken a major review of the status
these areas within the Agency. Improved crisis and mobflizati
recognized as one of the strongest methods of deterreace and

[
reason that severa) new activities and progrems have been inftt

(U) The abflfity to stabilize existing manpower of the

efforts in
plamning is
is for thtis

o e
crisis or wartime conditions was the primary factor which led Agercy to

request the Services to exsmpt from recall to active duty
retirees smployed nuc*lvﬂim by DIA. Successful completion
has resulted in the assurance that over 300 well trained

personne) 'Lm rematn at their stations during crisis or

conditions.
i

all afilitery
this action
experienced
wobilizattion

WAMDLE VI
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engineers, sclentists, and ADP specialists.
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(v Effar{s have peen taken to {mprove the -obniuttong Sanpower
plannim for the Agency. The result has been a tightened set of augmentation

_nauiruem; #nt wil) insyre sdequate m, both military m] civilian,

to fuifiNl Dil‘s wartime mission. One of the major problems fpcing the
Agency concerns the ability to find qualified personnel to f1)

civilian

positions created during crisis or wartime conditions. DIA has new and

Agency
civilian

innovative program that wil) assist n this area. 1In April 1966,
established the DIA Retired Civilian Reserve (R(R) Program. R
Agency retirees are canvassed as to their willingness to returp to work
shouldps nationsl emergency be declared. Those retirees volunteering for the
program dre assigned to specific mobilization positions and will offered
training on an annual basis. The crestion of this program ins that DIA
wi)] be able t0 ca)) on an experienced cadre of individuals to assist In ‘the
wartime efforts of the Agency.

(U) One of the major contributions to an enhanced personnel system to
meet unique Intelligence Commmity situstions U8 the provistons %m.onzed
in the Intelligence Authorization Act of FY 85, P} 98-618. 1t provides
broadened persomme] authorSties to the Secretary -of Defense |for OIA.
Primarily, it gave DIA the such needed exemption from the Classifigation Act
mating 1t comparazble to CIA and NSA. Ve are currently]adopting Vigited pay-
setting! flexidilities to attract ‘and retaln critical skills| such as

%
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(U) With respect to the need for additions! personnel-related
legislation at this time, we fee) the Agency must acquire more
experience with those authorities siready granted by the Congress prior to
inttiating fufther requests in this: area. Once we have two or
exper ience m‘id have conducted en evalyation, indicators of the, ased for
minor adjustments may surfcce; We will then call this to the at
the Department, DCI, and the Congress.

{U) Wnat we need in DIA, and the intelligence business as 8
somehow reverse the trend of the past decade of denigrating the
and dedicatfon of the civil servent. Pudblic service ts ome of
callings in the nation and requires comsitted personnel willing

hope for 2s rewards. ln the intelligence functions, public recogeition for
success is not compatible with the security of the natiom or the
of sources and methods. Pay, as we a)) know, is not generally reg

long-term motivator.

(U) Thus, we are left with concentrating on  the quality
work}ife -- job satisfactton 1f you will. These areas can be
providing career opportunities, rotational lss:‘lgmnts, physical
facilities, educational and training miyn-ent%. and internal
and awards programs. Much progress has been made in these areas |in recent
years, but none of us ican ever be complacent. §entc¢ in the Intelligence
Community must a!wm: be & career, not s Job. Thc"- old ways [of pecple
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aansgement, mer‘e individuals were quickly cast into a narrow cyreer field

employer and nation, and wants to experience new chal)
; Nansgement must recognize these meeds and encourage their devel
]

- communications to ensure effective performance evaluations are in place and
working. Rounding out this work envirorment is providing an attractive and
stimulating work station capable of providing state-of-the- tools to
accomplish assigned tasks and responsibilities.

oo b LAt

(U) Additionally, although recent legislation has DiA‘s
personne) system in closer alignment with CIA and NSA, t are still
varying legislation statutes mmong DIA, CIA, and MSA. I bell that we

, should continue to work towards legislative consistency among the
, inte))igence components, creating a more positive effect ¢t
commnity. Consolidation of civilian fntelligence personnel s
the DoD would permit greater movement and tareer development opportunities
across the community, enhancing our ability to “sel1® fatell{gence 23 2
challanging and rewarding career.
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(U) In closing, 1 would Vike to summarize the challenges that OIA 1

pripaﬂng to face in the foreseeable future. To bDegin, greater

-

. oo
Y A A A s Ay e =t Sl 4y -

their {nfluence within DIA and the community will Iincrea

competitive, Le have already begun exploring aew approaches to
work schedules, time sharing strategles, and rest

- ey

responstbilities.

{U) 1, and General Perroots, look forward to working witk t Committee
Lm 1.

and its staff in conducting the review of Intelligence Community
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EXECUTIVE SECRETARIAT
ROUTING SLIP

TO: ACTION | INFO DATE INITIAL
DCi
DDCI
EXDIR
D/ICS
DDI

DDA
DDO
DDS&T
Chm/NIC
GC

IG
Compt

T e

4| Bal DR D[

Vo |IN[cOh|d[WIN|—

o

—
-—

_—
N

—
w

D QCA X
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SUSPENSE

Date

Remarks

Attached, FYI, is NSA statement for 23 July SSCI
hearing: An Overview of NSA's Personnel Capabilities
and Requirements. (DCI/DDCI received adyance copies.))

: & LD xecutive Secretary
: 22 Jul '86
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DISSEMINATION CONTROL ABBREVIATIONS

NOFORN- Not Releasable to Foreign Nationals

NOCONTRACT- Not Releasable to Contractors or
Contractor/Consultants

PROPIN- Caution-Proprietary Information Involved

USIBONLY- USIB Departments Only

ORCON- Dissemination and Extraction of Information
Controlled by Originator

REL.. .- This Information has been Authorized for
Release to. ..
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STATEMENT FOR THE RECORD
i ' oF
! Louts J. Jonnuut
DEPUTY DIRECTOR FOR ADMINISTRATION

SENATE SELECT COMMITTEE ON INTELLIGENCE

R R TN

R 23 July 1986
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1. An (verview O NOA's Persoanel Capabilities and
Requirements () :

(U) jA:u a resule of Cornqgress approving significant increases
in our manp¢wer authorization, NSA has been in an extended growth
period over |the last several yeacs ta teras of the cizq of our work
force. Thelend renult of that geowth has been an incrgase in our
capability ta satisty our mission of analysis and techijical program
development and operation. Most of the growth has bee in the
hacd-to-cecrnit, hard-to-retain technical skills, like |engineecing,
computer progcamming, and the mathematics, with a large group ot
linguists included as well.

{5-CCO) For the future, we miuet look to a steaqy,
continuing manpower growth in order to cnsure that we pbtsin the )
skills neaded for the 3.5, SIGINT system to wmeet the demands for —
national security suppoct which will be laced on it during the
199¢s.

2 Bl e S oo

25X1

Furthermore, as this technology produces the systems
of the 1990s, the size of our support organizations c4n no longer
be constrained because their increased availability {q equally
essantial to successful missian opnrations and system gupport. To
encure that we maiptain the canabillty to provide the |best cesponse
to npatioaal security requirements, we need the engineers,
mathematicians, and computer scientists possessing thg most up-to-

date techniques and tne skilled staft people capable of supporting
the new technoloqgies.

|

(Ch SIGINT is a manpower-intensive business. | A potenttial
circumstance that would provide for no manpower growta, ot &
ceduction in current manpawerr levels, would have sec lpus
implications for future NSA intelligence production. | Support
nraffs are now malntatned at minimal manning levels and offer no
flexibility to absorb decrements, Manpwec stagnation or reduction
would cut intc the very fabric of mission operations,| disrupting
the critical mananing paths leading to the ecaasential gperational
expansions required for the 1990s and beyond.

{U) The following chart summarizes the Agenc ‘s
capabilities and requirements by job skill, 1t listg the number of
individuals assigned in each skill (our cucrcent persqgnnel
cepability) and the nuaber authorized for that skill ) (our
requirement). Thc chart breaks the Agency's mlisnion [down into its

. intelligence function (CA, Th, etc.), its communications security .
function, and its computer security fuactioa. Also {ncluded are
the technical support areas of englneecing, data systems, etc., as
well ac the management area (at division level and above). This
total represeats & sizeable portion of the Agency wotk force. The
main groupings of skills not includrd are: clerical} logistics and
personnel. ‘

¢ cpANNELG ONLY 2
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qency

for reasons

egacding

ctions {n

opment was

tionsg,
flelds;

31 and adbove

education,

updated by

|
agn the Nationi) Security
carecr development program,

: (<) T-unt] Sne yoar s
f!nttoduced its first formal
raot dissimilar to thuone concerns expressed by the SSCI
quality ot personnel supporting kev {ntelligence fu
futurce. The cocnarcitone of o¢ yntﬂln?ic career deve
n dnd still i{s profec~ azowxl cartification in Agency occup
i'Today NSk offers profecsional cegtification la 23 cacee
, certification is a preteguiite for promotion to qrade
" in those fields. Cortification is based on criteria of
experience, performancs and testing, as established and
the respective Carcer Punels.
!

(U} These programs have served HSA excondingly
the present. Each Carecenr Pancl is well Informed, both by (ts
meanbers who are seniae executives and technicians tn thie caccer
field and by interns actively engaged in collection, pr
analytic and othuer tuochnical tasks, about the cutrent
technology and target activity, and about emerqging challenges and
opportunities. They routinely use such information to review the
criterla for profensional certification to ensure that jthey ace
cffactive i preaparing amplayecrs to use state-of-the-adt tools and
to cope cffdctively with new challenges identified in
foresenable futurs, A’thnu)h Wi are conceramd about ¢
faplicativns of receat studics focusing on the manpower| needs of
the futuce, we are csn'idun? that the aeceds of the future can be
met by butliinq on a Solid haso Af career develup~ent

II1. SA's Perconm:l Goals to Meet the Long anid Shorft Range
Challen)ec Cutlined in tha Mitianal Iatelligence Strat

NN I artte

{C
challenges
by increasing

1t efforts

personnel possible,

davalop, and cet

spting ty meet the long and shoét-tanqe
o foeth in the National Foreiya Intesllige
td oo IUIf'

in the best

qce Strategy

{9}

Spreific gquals an?d

tnivtiavives Lo mnet thege challenges
. include: '

- () Concentrating nur recraitment offortd agailnst
critical ckill personnel {enjineers, data systemc persdnnel,
mathematiciansy;

- .

- (U) Developing a voty successfyl, nn'londlly
recognized, CO-OP program;
[]

, . . ! _
= i) Secting special piy scales foc coltidal skill

personnel:

- va)rdan ﬂx‘nllﬂnre with appropriate promotlons

and awards proqgram:
) (’{

é hocd il il ad ‘s
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(U) Supporrting our e:ployess® develapment by funding
facademic (bachelor ' anal advanced dejeev) work (both fyll-time and
‘afrer hoars):; and ‘

t

X . o . ’

I - (V) Funding participation In seminars and conferences

' spencored by major universiricg, other Government agentles, and
private industry.

(¥O6GOY) nr rocrniement of an increasingly highiquality work
force will ensure our tuture ability to overcome foreign efforts to
dony information ¢3 our collection effozt, Expects {n| pew
technologival advances, will hela {q tice eCfact ta soct| thecaugh
large quantitive of dara cad nake geal-time analysis npre of a
ccatity., Qur “world-olass® coyptapalyrts and mathematfcians will
provide even more intelligence support to military commandecs as
tactical iatelligensce peoblems become more technlcal.

ITI. Prasent and Foture Perconnel Issues Which wilq Detract from
Curc Abilicg‘ to Carry Cur Missicons (U) !
[}
{0 NOX enjoy:s a very suecessful recrultment progron that
has rosultad in the Aqgency helng 1003 zanned for Sever
Our rcecruitment effoct has been complemcnted by an exc
attrition cate--about five percent over the same time
Howaver, reqgardless of our panst accomplishments, severpl present
and future persoune’l issues threaten to styaie the Agepey’s
progcess, ‘

{(U) Of paramount voncern is the actual and pecggelved
cronf{on of (wdncal vaplover bonefits, This {scue affects both the
recruitment and retention of emnloyee3. In recent yeags, employees
have been £addled with reduced cost of living pay incricases and

- substandard health incurance henefits while being focrced to
contribute to Mcdicare. Recently hired employees are covered undesg
2 new retiremont uwysten that will regqoire addltional ployeo
contribnutions to egqeal bennfits undat the ol reticement system,
I~ addition to actual changes, there are a varicty of propnsals
corrent’y under considerarion that wonld adversely affect Agency
erployees.  hese include the proposed immediate taxatlion of
teticeanat annnities, futucre within-qrade increase fremezes, and
recziscion of the scick lcave acorual incerntive,

(V) Not only does the actual and threatened further
reduction ia hecetite demdralize the Current work focce, which
could leud rto increascdd attrilicn, it aggravates the
diffirult task ol recruiting highly qualified applicants. If N
benefit: contioae to chrink, an {ucreasing number of seft.1n
rocruits will elocr careers in the private rector.

{(0) Addiny to the dilemma, the public perceptiion of fcderal
eaployees has dinmirnisted in recent years, Federal employment has
teen portrayed as consisting of mundane work, substandard pay, and
as being less desirable than that in the private sector. Like many
other agencies, we are involved in a struggle to ceplace a

4
FOR OFEICEA 15T ONLY
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gradually aying work force thiough reccuiting and retainling
younger, talented, well-cducated employees, Unfortunately, these
ate the very people who are being discouraqed fcom considering
GCovernment service as a career. NSA has combated this stigma with
an aggressive public relations program but the strugqle is decoming
{ncreasingly mogre difficult.,

1

(U) Another personnel issue we must address involves NSA's
subastantisl expanslon over the past six years. This has led to
come alarming chanqges in work focce demogqraphics. Over one-third
of the work force hac s8ix years or lessc of experiencel The skill
mix of this group is guite different from that of thode hicred in
the past. 'For example, in FY8S, 0% of the new hices'were in
technlical career fields--double the percentage in PY6]. Much has
been written about the changlng valuce syscems and incdeased
mobility of the new breed of professional employees, (We can expect
to retain fewec of thuis group based strictly on their [lack of
commitment to Gover nmwnt service.’

{U) Employecs with over 2& years of service ke up another
third of our work force. This subgroup includes most jof our senior
executives, manaygers, and technical expettu. Over 4G% of these
eaployces are currently eligible to cetire 1t any signiticant
changes are made tae the ceticrement system, the Agency |could expect
a tremendous loss of expertise that would be difficult to replace.
o
population
nd the 41 and
professiaonal
ser number of
Canstdecing
ility, we
t meets thelr

. (1) The relative cize of the 31 to 40 year ol
will continue to Jdecline while the 21 to 30 year olad
up population expandds. The large numher of newer pre
and professional employaes will be competing for a le
more responcidble paciticns as thelc caceers progeess,
their high marketability and tendency towards career

will be hard presned to provide career pzog:esslon th
expectations.

(U) Yot ancther issue is Lhe increaced market
Agency employeres in the private scector. In particula
skill employees are more marketable than cver because
are no longer Agency-specirfic, Ctyotanalysts, engine
ccleatis ts, contracting techniclans, and even polygra
have a variety of outstde career oppocrrtunities, As
sector firms becoHme awares of the need for secure comm
the demand for theoe ckills will peccelerate,

bility of

. Critical
their skills
€S, computer
examiners
te private
nicationn,

(U} National demographic projections reveal a
entry level ralent pool over the next ten years from
recruit new employees,  Ta particular, since 1969 the
gradual decline in the number of college graduates ma
Runssian. The aurher of Rusnian majoer teceiving degr
levels (DA, MA, vnn) fell from 990 in the peak year o
low of 380 in the 29723 colleqge year. Encollments hav
since. Considering that almoast half of . all Russian 1
have come from colleges, we are facing a serious futu
problem in satisfying ouc requirments for Russian lin

shrinking

hich we can

e has been a

oring in

es at all
1963 to a
remalned low

nguage hircn

e recruitment

uists, (;9
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(V) In response to cutrgent personncl
anticipation of foture ooes, we have devised
resource prﬁqtam andd pnlicies to strengthen
personnel., These inclide premium pay scales
foreign language inconatjve pay for 1inguists,

career programs, inrornships, enhanced training coordin

the fatinnal (typtuin;lA Schoal, 9 new mid-1e

and an upq:qdcd persoanal almlnl»tt\tlon function gear
the needs of today'’c employaen. Looking to tho future,
dedicated manpower and resaudcces to developing and tmpl
hunan gesource orogr ye deritgnedl to tewacd and retaln a

skilled, trained, arnd Fotivaced wonrk focce.,

IV, Efforts in P:ogress to Strengthen the Quality o
in the Development anl Onerations of Techaical Programs

Analysis (V)

. A. The Chaniing ¥ace of the R5A Nock Focce (U)

; CIA-RDP88G0"I 116R000200260012-9
|

!

{asueras and|

a1n7 innovptive human
the quality ot

for critichl skills,
technical | track

ted through

vel staftd

Pecrsonnel
and

|
(U) The NSS wark farce of today is the result of an

evalutiondry process taat hax invalved both intecnal a
forces over the last 29 youes. Ddurlng this gerlod, we
expecienced large hiriny peoqrams tn the 1960s and 1980
Ranpower reductions Juring the 19205 sandwiched betwee
bad to be tﬁ':i"")n,';i\'“ toincreasing "high-tech® manpower

extecnal

rerjuirenents for cotensific and tochaical peaple. Further, wa have
fucnd constantly nm.r,.n? new teshnolokites and misston changes that
have chanaed our skill anl sx'l mix coequirements., As resulte,

our emphasis durinq the Yast five years has becn the reécrultment of

“Critieal Skill™ individaals (e.3., endineers, computeg

professionals, mathemoetcians and liaguists),

B. Agency Succaess in Ccitical Skill

Hicing (U)

|
(FPOUD) We “ave Leen remarkably successful 4n attracting
the numbecrs and quality of critical skill individuals do NSA as the

following statistics soow:

Swill pval FY32d 9484 FY85 ¢FY86 (Js ot 866705)
Englincering az 107 £44 229 196
Professlonals . .~ L. re
Computer 235 300 3N 24a 252
Professionals
Mathemat lci."m:z G i 50 79 50 X
Linguists 250 279 246 228 121 L
N
1. * {The original hiring drogram of 5&56 was dropoed to 1179 becauae B

‘'of the impaEt of C.anv&udnan -lollings. That
i{ncreased to 1234, and tfinally to (414),

1
s,

A o o

nacher wﬁ% laterg

- .
% -
3

-
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C. Quality Indicitoces of Recent NHires (U)

{U) The suc~ia of oac Lffortn to strengthen the
quality of our persornel in demopstrated hy the qualitylot
individualzs we have attracrtad to the Agency in recent ypars, Por
czanple, cne third ot the engloneers we hiced in FYRS wete from the
top 50 United States engincering schools as defined by the "fiourman
Reportt: A Rating of Graduate and Profeciional Programs| in American
Universities. During that same fiscal year, our critichl skill
hires had the highast avecase grade point averanges of ahy past
yeatrs:

l

Sngineces:  3.0/4.0
Computrze Scientist: 3.2/4.0
Mathematicianz:  3,3/4.0

Fucther, our liberal art:s and cupport personnel hices hl had well
above the minimum apt itade scnins on the NSA Career Qualification
Ratteries of test:, :

i
D. Employmont Incentive Programs (U)

| :
(UY The Agency ag3ressively uses Qts specljz
authorivties to estabhlish policies and programs to attract and
tetain top quality peaple.  Foe axample:

~ {1 The DitwctotJ5 use of his pay authorities has
allowed us to establich pay scales and starting salaries that make
us competitive., At prosent, ongiaeers, computer profegsionals and
mathenaticians are covered Dy NSA "premium® galary scales,

I
- {U) We pay relocation travel and trarsportation
expenses for o)l shortage 343l hires (including linguists).

|
- {U) The Foreiqn Language Incentive Pgdogram (PLIP)
is a bonus patd to linaists to develop and matntaln thelr langnage
skills and o sray o Yanquaye joba,

- (U} We ac: 1ncreininq eaphasis on the NSA "Tech
Tcack” pra;{am £ty allow crivtical sxil) individuals to progress
professionally and financially without secking munagerjal
recponsitbiliticn.  Tnoio prottan encouradges continued . ggowth tn”
technical skills €or intividualys whao praefec che sclentific and
techaical arzna to the managerial arena,

: 1

‘ - (1) 'The Ajency emphasizes continuing|education at
all levels., We provide jraduata study spornsorship through oue

Fellowship Program and our "20,/20" progecam (half time work/study .
- L]

for up teo four semecters). The Natinnal Cryptolnglc S¢hool

sponsors ar-3oing in hrete Shagt cnucses and seminace foce

professicnal develoraeit. We also encouryje atrtendance and

pacticipation at ocateasional tociety conferences and ¢onventions,
!

0
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- rOu0Y Oppnctantties for special languhaqe
- training, especially in esoteric languages, allows us to develop
neceded linguistic skills in-houre, Advanced and speciall tralning
v is available throngh our National Ccyproloqgic Schonl and through

attendance at special nrograms at places such ac Montergey and
Garmisch. *

- (U} Qur latern Programs provide thre
developmental programs ln some 14 different career fie
programs emphacize formal classcoom instcuction and on
training and expecicnce, and l1rad to professional cert
the gespective cucrer tields,

-year

ds. These
the-job
tication in

]

- Uy *Challenging technical opprortuni
reason cited by %)% of the respondents to a survey of
engineers and compater scicntists in FY34 on why they
Agency.

y" was the
ewly hiced
ccepted the

E. Recruiting Programs anA Approaches (U)

ent ptograis
uals our

|
{U) We manage a number of speclific recrult
to help us attract and recrauit the hiqh quality indivi
missions require. These programs {nclude:
|
- {U1) Colleqe Relatioas Pcoycam: Dur pationwide
college relations and recraitment program involves on-rampus visits
to 150 to 200 collegen and univecrsities each year. We| do extensive
/ advertising in varicus campus nmedia, and maintain closp
associations with the college placement offices and departments.
Advance publicity i done by Ajgency professionals in the skill
areas we are seekiag o recrait, and we arrange foc speakers to
give presentaticas at student groups such as the Institute of
Electrical and Eluectrounsc Miginesrs (TEEE) and the AS facion of
Conputing Machines (ACM) campas chapters,
|
- {U) Advertising Program: We advert
varinty of wmelia - neowspapses, professional journals,
have a contract witih o major alvertising Lirm for pro
produced litecature ant hrochuras.
I
- {Y) Regional Recguitment Qfficea:
offices in Boston and Atlanta manage ouc cecruitment
aorthcast and scuthea "t re)lang of the (1.S, ~
|
- (U) "Team® Rccrditing and Placement
Ducring our main rccraitment season, professional engt
computer specialtists and lingaists are detatled to th
Division to pravide snecialized support to our criticdl skill
appllcants. These individuals conduct interviews, copduct tours,
and provide o aunigque agplicant iaterface for technical questions
and answers ainl solviag tndivideal prableme,

' 9

se in a
tadio - and
essionally

ut teglonal
(forts. in the

Appcoach:
eers,
Employment

.

t
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- {U) Coopesative FAucatian Proaqram: NSA's “Co-Op"
Program has been cited as a moderl program for both government and
industry. We have aver 300 pacrticinantas from 40+ schools,
naticnwide. Although most of our co-ops are engincers gnd computer
sclentists we recently inaugurated a lanquage co-op proqcam, and
our flrst “graduating clasc®™ of Russian linguists was hdld this
sunmec. Our recapture rate is approximately 85%, and s
graduating co-ops ga an to graduate school and maintaln
relationship with the Ayency as graduate co-ops.

|

= (U) Summer Progrcam: Our summer Proqr
to college students with at least Junior standing and a
3.0/4.0 grade point average who are majoring in enginee
computer science or specifind languages. We employ app
50 students par summcr, and have a rcacaptuce rate of S0

m is open
afnimum
ing,
oximately
~60\.

ogram
centrates

ons, and
aducted {ts

- {(U) Professinnal Recrultment: This p
focuses on attracting expecinnced professionals, and ¢
on advertisenments in professional journals and publicat
attendance at job and technical faics. NSA, {n fact, ¢
~own Career Pafirsc in 1993 and 19R4.

i .
- (U) Prior Military Recruitaent: The Employ/ment

Division maintains liaison with the military services tp recrule
individuals with ncodad akills who have aAlected tn Yeave the
Service.
‘ .
- {Y) Aftigmarivs Acrinn Program:  We intaln

special effgrtn to recrait juatified minorities from alll sources.
While the p?oglam focuses primar{ly on traditionally ainocicy -
tchools, we'are placing additional emphasic on {dentifyling -
minorities at non-minczity campuses. We advectise in ctal =
interest media (such as "fBlack Eangincer®), attend cereer fairs, .
provide spegkers at campuces and conduct special publid relations L
visits. The Eaployment and Fqnal Employment Opportunity Offices oI
work closcly in managing this progeam, and we have two [full time R
tecruitecs assigned as minority reccultment specialists., As a '
result of those cftorts, the percentage of minorities Niced has

risen from S5.1% in 1942, to apnroximately 10t in both 1983 and

1284. This sustained caphaiis cosulted ina 11.4% aindeity hiring

level in 1985, the highest tate achieved in 13 yrscs, (Purthermore,

in 1985, minorinies arsountad for 128 of all endlneers [mtred, 114

of entry lewel computer scienrists, and 101 of all pergonnel. hiced

grades 7 thru 15. ’

\
F. Di=sadvantajes in Recrulting (1)

(U) while we have bDeen quite successful inlour
recruiting fin genceral over the past several years, thege are still
some situatfions that pat as at a disadvantajes in recrufting the top
quality {ndividuali. These include;
i .
- {U) Salaries: Many private firms cap still out-
btd us for fthe top 102 of araduatesn. Minimal or non-eglatent pay
increanas nll'sn wert B tey aail et iment

- ()
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|

- (V) Benefits: Most private companies |pay the
full costs of life and health incurance and ather benefits,

l
- (3} Location: The Daltimore/Washlingtdn area is
consjdered one of the highest cost aceas ta the cauntry Many
firzmg ar2 now locating in much Yower coat aceac »

- -~ (U)y tducational Beanefits: A tew‘titi$ offer much
more comprehcensive 1004 tuirion payment and salary programs.

- (U} Trave! Res criLc!ons Some llagulpts are
opposed to the idea of travel restelctions hecause they| are
testricted from visiting the Lnnntries whase language they studied
(especially Russian matornl),

|
- (U} Advanced Job Knowledqe: Some Individuals ace
concerned that they canrnot kaow exactly what the Agency| does or
what they will do in their job assignment.,

to £ind sufficient numtecrs of es otet\c linguists who can meet our
security requirtemeacs,

G. Uarecr Devcelovmont Programs ()

(J) A& toval f 14 intern projrams offer an ppportuniry '
for accelerated development and professlonal cectiticatiion in

Cryprologic and coypratagin eelyted (inlde They are en on a
competitive busis to on-boaard versonnel as woll an to ?ﬁople Juse

beginning their professional careers. Intecns, which tcently
numher over 1QQ, fullnw pnr\nnallf nlanaal vufcl"ula a
opctational a"”anmen to comwloment theic academic b
with specialized nxs-::ﬁnrnf. The {intern program foc each caceer
£i=ld has a srtructure and cors requirements.  Internc ¥ take
celective cogries and arrangs operational assignments that provide
decired divgrsity and i;al ta the peofessional area in jwhich they
Plan to coundentrute,  Carrr professionals manage the {ntern
program.  THieose Hchnrxv-f provide guidance and counseling,
facilitate Jssiqgnicnts and ceatsignaents, schedule tra ning and
testing, and menitor thoe porformanse and progress of e

kground

ch intern.

prograns, NJIA Ooperates ten tiechnician traininq programg {n nuch
divers.: Ocqipu{lnnf an conmputer overations, siqgnals conversion,
telecommunid it ione, and foreign languages. Entry into these
progcams, m¢ﬁ{ of which last for 24 moaths, cequires ay least a
_high school [dipluaa 3¢ eguivalent,

Uy {n adilition to the pre-professional Ln%ocn

{1) The Seaior Cryptolaogic Execative Develdpment :
"Program (SCEDP) aimes at crvatan a cadcr of highly tra ned
i»lndividualf ready for senior leadership positions,

ot participant'warks with a wmentar in desigaing a dﬂVﬂlop »ntal plan,
t
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This mentor also acts as a carser advisor and sponsot. |A
development projram usually includes several manajement|developmsent
coursesn offeced by the Natinnal Cryptologlc School; ext cnal
executive development training conducted by such activitias as the
Office of Porsonnel Management, the Federal Fxecutive Jhstitute,
cenior service colleges, various universities; and developmental
asslignaments., Special work experiences to strengthen th
patticipants® competence to perform well in an executivp position
are central to the progtaw. Developmental asslgnments ypically

‘consict of the oppartunity to gain new competeance by performing a

job in a different type of functional acea., Participants who have
spent much of theic career in 3 production environment, for
example, pursue developmental assignments with a staff mctivity
such as planning and policy, budgeting, oOf human resourices
management. '
' | . -
(U) Within NSA thete is a major careec ladder leading
to the most|scnioz levels which is parallel tn or complement3 the
managerial dcack. Because nf the highly sophizticated |technical
work performed at NSA, and the scarcity of talent able (to pecrform
that work, ghe Agency provides distinct career paths far upward
mobility in technical occupations. The Technical Trac is a
fcamework of jobs within three broad occupaticnal famifies:
Intelligence, Scivnce and Techanlogy, and Communicatlions Securfty.
It is for both technical specialists who may have no management or
supervisocy respounsitility, and for technical leaders who may

supervise a praject affice ar a team. Anyone who is in a3 job {in
one of the liused famiiie: of ccupations, is profrssiqnally
cortificd, and is in gcade 13 or above, is eliqihle fod the
Technical Track, People o Yreoe jeds can focus their (talents,
training and develupment towarl bheconing experts in their techniecal
arcas, if that is their interest.  In many occupartionsy the
Technical Track offers 3 carser pathway extending fcomiqrade 1)

through supergyrade (Jenioc Technlcal Expert) foc those
the necessary expett knowledgs and skills, Tn the las
over 5% technical) positions in N3A were crented or rel
supezrgrade positinns in rechvinition of the degreae al t
specializatfon require? to geform those johs today.

who develop
two years,
entified as

(U1 Because many military personnel are as
cryptologic! funcrions, pravicion is also made for NSA rofessional
cectificatipn along with theiz ciwilian countrrparts, .| Ju.addition,
three specipl doewelopmeantal frograms are operatest by the Ageacy toc
military pelsoonel. The Juaior OfEicre Cryptologic Cayeer Program
and the Middle Ealisted Cryptologic Carear Advancesent|Progcam are
csscntiallyhthzee~ycar intern programs to broaden the knowledge of
calected milliticy pecsannel in key cryptologic skills nd
management Practices.  They emulnay a secins of oprratipnal .
assignmonts| and training courses to ensurs that membec of the :
Service Cryptologic Flomeats hive quality prenaration for their
military careecrs, horh at MNA dteadgunarters and in the field., A
highlight of the altitary carver develhpment efforts ak NSA (= the

|

i 11 ‘7/

igned to key
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Director's Yellowship Program, a year-long opportunityto
participate itn anl observe decision making at the most senior level

of Agency management. The program cosbines tcaining the job and
in the clacasroom, and also {u open to one civilian a year.

(U) In 1378 NSA estab{!shed a Career Resou
' central scurce of counseling and refecral services, in
educational resnurces, and materlials to assist in selft
and carcer planning. Personnel ude this cesoucce at a
visits a day. The demand for theac services i{s cesult
increasing. automation which, ln tacrn, will make infor
Agency jcbs/carsers available to more employees at mor
The goal of this activity is to find the best match
indivldualflntetcsts, abilities, and opportunities as
a) achieving maximum individual potential, and b) maxi
quality °“f cetafinabflity of the work force.

ce Center, a
ormation on
assessnent
rate of 70
ng in

tion about
locations.
ween

means to
fzing the

| €Y} An essential tutuée addition 1s a research
capability tc perform two key functions. The first is to provide
an independent evaluation of the present adequacy of the
professionalization program in light of the recent large infusion
of new employ=2es and to deteramine whether or not the program is
responsive to theit needs. The second is to move beygnd the Career
Panels*® ability to anticipate changes in skill needs by conducting
studirc and paforming future needs analyses, and providing qguidance
to the Career Panels. A research capability will enable the Caceer
Panels to exert greatar leadership and perform in a lass reactive
manner. ‘ '

s been glven
the 1990s.
ng the

uce the
ture.

|

- {U) The Director's Senior Council h
the task of descritiing the cryptologfic skill needs of
This is an| essential element of information in assess
adequacy off irdividual career programs’ ability to pr
(multi} dipeiplinad analysts and technicians of the ¢

H.] Summary and Conclusioas Uy
{(U) Over the past seeral years, our use
incentives and onr innovative recruitment programs an
have enablied uc to b highly competitive for quallty
ace very pleuased to learn that in the Third Natlonal
Student Eoployer Preference Survey {conducted by "Gra
Engincer” jragazine a-=: Deutsch, Shea and Evans, Inc.
was named lene of the top S0 employer choices by elect
enginceriny students, Concurrzently, through comprche
, . aggressivy caiwoer development and {ncentives pcogcaas
Lkl imited onr ottrition to 3 very low and managiable ra
¥ successiully assimilating large numbers of high quall
10 skilled ndw hires into our workforce. But, we also r
© e Aare to COontinue our Swimnd, we cannat ceat an our
must continue Lo seek new and better ways of attractd

{2

t employment
technigues
ew hices, We
ngineering

uating
1986), WS
ical '

laucels. We
q and

i

R K i ' | N -
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retaining top guality individuala we wogk co hard to redruit. Some
of the problems and challenges we face include:

l
- {U) We must continue to study and exo#!ne
fnnovative pay systems, '

(U} Wi mast explore new recrultment techniques
and apprbach?s. '

! - () we must continue to provide quality training

for new hires and to upjrade the skills of our current tk focce.,

v ' - {U) W must implement new tangidle and intangible "43;
incentive syétems. ‘

| ,
- {U) We muct continue to provide meaningful,
productive jobs focr our new employces 8o that we continge to live
up to their expecrations.

N

(2]

M
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EXECUTIVE SECRETARIAT
ROUTING SLIP
TO: ACTION INFO DATE INITIAL
1(DCI
.| 2 |DDCI X
3 [EXDIR X
4 [D/ICS X
5 |DDI A
6 |DDA X
7 |DDO X
8 |{DDS&T X
9 |Chm/NIC
10 [GC
11 |IG
12 |Compt X
13 (D/OLL X
14 |D/PAO
15 |[D/PERS X
16 [VC/NIC
IEL
18
19
20
21
22
SUSPENSE
Date
Remorks  NSA input for 23 July SSCI hearing in
persomnel. (Advance copies provided SA/DCI).
Exgcptive Secretary
| 22 July 86
! 3637 (1081 Date
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E : v | Executive Repistry

| | 86- 3249%/5

- DDA STATEMENT BEFORE SS: I HEARING
ON NFIP PERSONNUEL |

23 Julyﬁg986

i ;
(U) NSA has been and will continue to be a human enterprise
l .
dependent for its excellence on the number and quality of its

people. We have come to understand}that unique human factors,
working above all reasonable expectgtions, have many times been
responsible for much of our success; In terms of information
derived from collection, analysts ahd manag&rs at every level

| i
routinely develop insightful results beyond%that immediately

L '

apparent in available data.

| -
(U) Thanks to your support, NSA has bcen in an extended growth
; | :
period over the last several years in termsvof the size of our wotk

‘ I . :
force.. The end result of that growth has been an increase in our

capability to satisfy our mission of analys‘s and technical pré&tam
I 4
development and operation. Most of the gro th has been in the

hard-to-recruit, hard-to-retain teghnical skills of engineering,

computer science, and mathematics,iwith al fge group of linguists
included as well. For the future,lwe must Pook to a steady,
continuing manpower growth in ordeg to ensu#e that we obtain th

skills needed for the U.S. SIGINT Jystem tJ meet the demands for
national security support which wiil be pl#ced on it during the
1990s. A potential circumstance that woul% provide for no manpower
growth, or a reduction in current ganpower}levels, would have
serious implications for future NSA intelligence production.

(U) Our long and short-range personnel goals to meet the

|
challenges set forth in the National Foreign Intelligence Strategy

G-Yo5-//
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: |

arce to recruit, develop, and rctain the be:t personnel posslble.‘
Recruitment, development and retentlun of an increasingly high
quality work force will ensure our luture ability to overcome
foreign efforts to deny informationkto our collection effort.
Fxperts in new technological advances will help in the effort to
sort through large quantities of data and make real-time analysii
more of a reality. Our cryptanalysts and mathematicians will
provide even more intelligence ﬁupp$rt t> nilitary commanders as
tactical intelligence problems become mere technical.

. (U) NSA enjoys a very successful re:rvitment program that has
rnsultéd in the Agency being 100% minned fcr scveral years. Our
recrujtment effort has bheen complemgnted by‘an exceedingly low
attrition rate--about (ive percent over the |same time period.
However, regardless of our past accomplishments, several present
and future personnel issues threaten to stymie the Agency's

(U) Of paramount concern is the aictaal jand perceived erosion

progress.

of federal employee benefits. This issur afiffects both the

recruitment and retention of cmployees. In fecent years, employees

have been saddled with reduced cost of livinP pay increases and
substandard health insurance benefits while being forced to
contribute to Medicare. 1In 2ldition to wctuél changes, there aré &
variety of proposals currently unde; considq?ation that would
adversely affect Agency employees. These inblude the propdsed
immediate taxation of retirement annuities, Fhe threat of futdré
freczes in within-grade increases, and rescigaidn of the sick léive

|
accrual incentive.
|
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(U) Not only does the reductiqn in benéfits demoralize thé‘
current work forece, which could lc;d to incrensed attrition, it
Aggravates the already difficult f;sk of recruiting highly
qualified applicants. 1If bcnefitsicnntinun to shrink, we fear an.

' :
fncreasing number of possible recruits wilt elect carcers in the
H

privaié sector. ;

(U) Adding to the dilemma, thé mublic perception of federal
employees has diminished in reccnt‘y'arn. Feceral employment hia
been portrayed as consisting of mundane wo 'k, substandard pay, ;ﬁd
né being less desirable than working in th: private sector. Like
many other agenices, we are involved in a itruggle to replace a
qradually aging work force through rvcrnit!hg and retaining
younger, talentcd, well-educated emL]oynes. Unfortunately, these
are the very people who are being d&ucourawed from considering
Government service as a career. Nsk has combated this stigma witﬁ
an aqqgressive public relations progruﬁ but éhe struggle is becoming
increasingly more difficult. |

(U) Another personnel issue we nust acddress involves NSA's.

t

sunhatantial expansion over the past‘uix yerrs. This has led to
some significant changes in work for«e demcgraphics. Over one-
third of our people have six years or less of experience., The
skill mix of this qroup is quitc dikferent from that of those hired
in the past. FPor example, in FYBS,IGOQ of the new hires were in
technical carcer fields--double theilercentage in FY67. Much has

becen written about the changing value systems and increased

mobility of the new breed of professional employees. 1f

i
1

3
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predictions prove Lo bc true, we can exycec! to retain fewer of this

yroup based strictly on their lack 6[ commitment to Government
service.

(U) Employces with over 20 yea;n of s-—rvice make up another
third of our work force. This ﬂubg;uup in :ludes most of our senior
cxecutives, managers, and technicallnxpvrtw. Over 40% of these
cmployees are currently eligible t; retire. 1f any significant
changes are made to the reticementf5/stvm, the Agency could
experience a tremendous loss of experti e that would be difficult

(U) The relative size of the 31 to 40 year old population will

to replace.

continue to decline while the 21 to 30 sex- old and the 41 and up
population expands. ‘The large numﬁer of n:wer pre-professional and
professional employees will be coméotin; { >r 1 lesser number of
more responsible positions as theig car-er3 progress. Considering
their high marketability and tende&cy'towacds career mohility, we

will be hard pressed to provide careor projession that meets their

cxpectations,
(U) Yet anothor issue is the {nrro\SVI marketability of Agency
~mployees in the private sector. in particular, critical skill
cmployees are morc matketable than cver beause their skills are no
longer Agency-specific. Cryptona]&sts, er jinters, computer
seientists, contracting technirian;, anl c¢ven polygraph examiners
have a variety of outside career oéyottunitien. As more private
soctor firms become aware of the né!d f »r secure communications,

|
the demand for these skills will accelerata,

4
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(1) National demoqgraphic projections reveal a shrinking entry
level talent pool over the next ten’years from which we can recruit
new employees. For example, since i969 there has been a gradual
decline in the number of college gr;duates majoring in Russian.

The number of Russian majors receiv;ng degrees at all levels (BA,
MA, PhD) fell from 990 in the peak ;var of 1969 to a low of 380 in
the 1983 college year. Enrollmnnts'havr r-mained low since.
Considering that almost half of a11|kusslar laaguage hires have
come from cdlleqes} we are facing alzerxou: future recruitment
Problem in satisfying our requirments for Jussian linguists. All
indications are that we will experience sirilar difficulties in our
search for people in all of vhat wnivonsidrr to be critical skill
categories.

(U) In response to current per;nnnel ) 38ues and anticipation
ot future ones, we have devised manQ innsvi tive human resource
proqrams and policies to strengthen the juelity of personnel.

These include premium pay scales for ‘rivical nkills, foreign

|
lanquage incentive pay for linquists, te hnical track caice:

|
programs, internships, enhancn~d training ccorrdinated through the

National Cryptologic Schcol, a new mkd—lvve’;sfaffing program, and

an upgraded personnel udministra'ion:vun-ti>ﬁ geared to meet the i
needs of today's emplovecs. hoolling o the fufure, we have

dedicated manpower and resources to dﬂve‘op ng and implementing

human resource programs designed to Luwaid ~+d vetain a highly

| | '
skilled, trained, and notivated work torce, |
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(U) In summary, pay, benefits, and the offer of challeﬂgiﬁg'

!
work attract highly qualified people to the workforce. The

|

favscination of the work itself, mor; than n&y other single factor,
keeps people in the Intelligence buLinems. fWe are not gravely
concerned that cither the attraction or retention power of the
Intelligence business will fail, but we feaf that tightening

budgets and changes to government-wide per:ionnel policies could

diminish the ability of our Agency to attract and hold the caliber W
of people it needs. ‘ P
; ‘ i
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22 July 1986

MEMORANDUM FOR: Director of Personnel
FROM: Director of Central Intelligence
SUBJECT: SSCI Hearing - 23 July 1986
I need a paragraph or two explaining to the Committee exactly what we've
done with secretaries and communicators and the significance of it.
I also need the basic statistics on our progress in recruiting overall and

in specific categories and divisions, and our progress in deployment of case
officers overseas| | 25X1

25X1
b

William J. Casey

25X1

SECRET 6_ Vd 5=, /f
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22 July 1986

MEMORANDUM FOR: Director of Security

FROM: Director of Central Intelligence

SUBJECT: SSCI Hearing - 23 July 1986

I need the basic numbers on polygraphers on hand at the end of 1984, now

and programmed, and the status of repolygraphing in numbers and methodology in
creating uncertainty and expectation.

I need these on hand as background for the SSCI hearing on personnel.

s

William J. Casey

B- o5 — /L
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DISSEMINATION CONTROL ABBREVIATIONS

NOFORN- Not Releasable to Foreign Nationals
NOCONTRACT- Not Releasabte to Contractors or
Contractor/Consultants

PROPIN- Caution-Proprietary Information Involved

ORCON- Dissemination and Extraction of Information
Controlled by Originator

REL .. .- This Information has been Authorized for
Release to . ..
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SECRET

DCI/ICS 3567-86
21 July 1986

MEMORANDUM FOR: Director of Central Intelligence
FROM: ‘ Director, Intelligence Community Staff
SUBJECT: Testimony Before SSCI on Personnel (U)

Attached is a suggested script for your testimony on NFIP personnel

matters before the SSCI on 23 July. (U)

25X1

E. A. Burknalter, dJr. /77
Vice Admiral, USN /

Attachment: 25X1
Testimony Before SSCI

Attachment contains SCI material.
Regrade to UNCLASSIFIED when
separated from attachment

SECRET
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SUBJECT: Testimony Before SSCI on Personnel

ICS/PBS/ED 18 July 1986)
Distribution: DCI/ICS 3567 w/att. ........ SC 06186-86
Orig. - DCI Copy #1
1 - ER Copy #2
1 - OCA Copy #3
1 - D/ICS & DD/ICS Copy #4
1 - ICS/LL Copy #5
1 - PBS Subject (Testimony File) Copy #6
1 - PBS Subject (SSCI File) Copy #7
1 - PBS Chrono Copy #8
1 - ICS Registry Copy #9

SECRET
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DCI STATEMENT BEFORE SSCI HEARING ON NFIP PERSONNEL
23 July, 1986
The people of the Intelligence Community are its greatest

asset--ground of our success, shield against our adversaries,
hope against the challenges to come. This simple fact is easy
to lose sight of in the age of high technology., and I am
pleased that you have chosen to examine our personnel situation
in this systematic way. We have much to tell you about it. We

have cause for satisfaction in our progress thus far, and for

some alarm as we look ahead, 25X1

Our satisfaction comes because Congress has provided us
with the large numbers of additional people we have asked for
over the last several years., This has enabled us to put the
past behind us and catch up with a lot of problems that only
people can solve, such as creating a linguist database and
increasing our human intelligence and analyst cadres to levels
more suitable to today’s collection environment and rapid
information flows. In addition, we are devoting a great deal
of attention, as you know, to rebuilding our support
infrastructure. If I may digress for a moment, [ understand

that support is not a subject that you wish to cover today. but

25X1

SECRET
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[ strongly recommend that you return to it. You cannot
appreciate the personnel needs of the collection, processing,

and analytical functions unless you also examine support. My

25X1

colleagues and I stand ready to help you do that.

As the National Foreign Intelligence Strategy points out in
detail, the Intelligence Community in the future will be
pressed as never before to provide indications and warning,

. analysis, and support to diplomatic and/or military initiatives
against a wide variety of issues., These no longer focus mainly
on military problems, as in the past. Today we also worry
about global economic, social, technological and scientific
developments that could threaten the position of the U.S. in
the world., If we don’t have the people on hand who can see
these developments coming and provide timely warning to
policymakers, we're too late. As we all know from watching
OPEC’s trials in the past year, events of very significant
world-wide importance can happen in a great hurry. [ would
argue that it is the responsibility of the Intelligence
Community to “scout the future,” as the Strategy puts it,

because we have the right mix of people and information

25X1

resources to do so.

The increased personnel ceilings you have provided have
helped a great deal. We have been able to hire the kind of

people we think we need, and our improved performance shows

25X1

_2_
SECRET
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it, But even though our present status is a source of

satisfaction in many ways, there are also many causes of

concern. 25X1

I would like to take this opportunity to expound on how
personnel matters relate to some of my highest priorities, I
have already alluded to HUMINT and analysis. These two
disciplines both needed help badly over the past few years, and
only more of the right kind of people could provide the cure.
Both are now and will forever be highly manpower-intensive, no
matter what technological help we manage to provide, HUMINT is
getting tougher all the time., All U.S. personnel overseas are
increasingly vulnerable to attack, which makes long periods of
overseas service just that much more unattractive for many. In
addition, different skills will be required of the operations
officer of the future. We will move more toward non-official
cover, which places a premium on people who can blend into the
foreign environment. Some of the targets we are after are
highly technical, which means more training for oﬁr officers,
Finally, more than two-thirds of our most senior officers are
eligible for retirement. This makes retaining our current
group of mid-level officers and their expertise a matter of

critical importance, since it takes a long time to make a good

operations officer, 25X1

25X1

_3_
SECRET
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Turnihg to analysis, our analysts are our "front
office”--the people who talk to our customers and deliver the
final product. As the Strategy points out, the number of
analytical disciplines we must cover is growing fast, and so
must our numbers of people. Further, many of our problems are
unique, and can’t be solved simply by hiring someone with a
relevant background. We constantly have to invent analytical
techniques as we go along for problems such as terrorism and
narcotics, for example. Adapting to new problems is something
only people can do. We have a continuing need for individuals
with foreign language competence, particularly for those areas
of the world where instability or terrorist activity can
threaten American interests or lead to the commitment of
American forces, conventional or otherwise., Finally, it is not
enough for our analysts to be experts in their fields. They
must increasingly be intelligence experts too, capable of
providing informed, timely feedback to the collectors so that
they can apply their limited assets against a myrfcd of
changing targets. One thing our investment on the collection
side has bought us is flexibility. We can cover a lot more
targets than we used to, and change coverage much faster. But
these advantages are lost unless the analyst can communicate

with the collector. Unfortunately, unlike substantive

25X1

_[{_
SECRET

Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9



Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9
‘ SECRET

expertise, which we can often hire off the street, an analyst
acquires familiarity with the intelligence system only by being
exposed to it over a long period of time, Thus we not only
have to recruit people with substantive expertise, we have to

keep them for quite a while before they become fully

productive. 25X1

I would like to talk briefly now about the more highly
technical side of the NFIP, specifically the imagery and SIGINT
disciplines. I think that we often lose sight of how important
people are here because of the glamor of the technology and the
huge amounts of money involved. The concept and design of the
big collectors is so important that it requires the best people
available. The systems last so long and are so expensive that
they must be built from the beginning with the best possible
insight into the future collection environment. The government
simply must have at least some of the people capable of doing
this. The same is true of the ground processing systems. We
must be involved with our own people from the outset if we are
going to get what we want in the end. Experience has shown,
though, that good design is only part of getting the most from
your collection investment. Time after time, systems have been
turned on to targets which didn’t even exist when they were

designed, and provided vital information. Smart, dedicated

25X1

_5_
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people do this--people with experience they can acquire only by

working for years in the intelligence community. 25X1

Entirely new missions, such as direct support to military
operations using data from certain of our satellites, have been
discovered purely by human ingenuity. Another good example is
provided by cryptanalysis. For all its emphasis on computer
power, a cryptanalytic attack depends for its success primarily

on a correct analysis by trained and gifted human beings.

25X1

Turning to the future, the main reason why I am a bit
worried is that the pool of people available to do these jobs

is shrinking., I think that there are three main reasons for
this. 25X1

First, there is competition with other employers, who are
frequently after the same sorts of people we are. This is
particularly true in the case of certain science and technology
specialities. In many cases we simply can’t match in salary
what the private sector will offer., Plus, of course, much of
the work of our people is classified, and the security
restrictions on their activities on and off the job are part of
doing business. MNany people simply do not want to work under

these conditions and either will not associate with

25X1

intelligence in the first place or tire of it.

25X1

..6-
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Second, and related, is the perceived instability of a
career with the government in any capacity. The turbulence in
the last few years in the areas of pay and retirement benefits
has hurt, I fear both for retention and recruiting., Frankly,
I am less concerned for the moment about retention because I
believe that intelligence work is highly rewarding in itself,
and that, once involved, people tend to stick with it despite
the current level of uncertainty about pay and benefits., I
cannot predict how much longer we will benefit from their
dedication and enthusiasm, however., Of more immediate concern
is recruiting. Most of our recruits have not done intelligence
work before, and do not know of its rewards. They do know that
government service has become controversial, particularly as a
career, and that they will be subject to a comprehensive

security system that most of their fellow citizens will never

experience. 25X1

Finally, the security system not only dissuades some from
joining us, it also rejects many who try. This is just

something we have to live with--1 am not interested in making

compromises on security. 25X1
I am nevertheless confident that we can overcome these
challenges. For example, we will have to recruit better, and
give more emphasis to describing the challenges and benefits of
25X1
_7_
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a career in intelligence. Also, we can make better use of
co-op arrangements for undergraduates and employ special pay
categories for highly qualified people. But most importantly,
we have to make our people aware that they are doing unique
jobs under demanding circumstances, and that they can be proud
of it. I ask for your continued support, not just for the
special needs of the Intelligence Community, but in preserving
in general the attractiveness of employment by the federal
government. Our starting point is the notion that public

service is a good idea, both personally and professionally., We

all have to work hard to keep it so. 25X1
25X1
_8_
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21 July 1986

MEMORANDUM FOR: Deputy Director of Central Intelligence
Deputy Director for Administration

FROM: Director of Central Intelligence
SUBJECT: SSCI Hearing - 23 July 1986
REF: DA Paper ""The DA - An Action Agenda"

I would 1ike for you to develop some paragraphs on reflecting
the suggestions in your above-referenced memorandum to be injected
into the attached draft of a statement before the SSCI on personnel
this week. I refer specifically to the first three paragraphs beginning

on page 3 and paragraph (e) on page 4.

William J. Casey

Attachment:
Draft DCI Statement for the Record - SSCI, 23 July 1986

- ¥6S ~1 51
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STATEMENT FOR THE RECORD
DC] RN

SENATE SELECT COMMITTEE ON INTELLIGENCE
23 JULY 1986

CIA PERSONNEL MANAGEMENT

AS T LOOK AT PERSONNEL AT CIA, I FIND A YOUNG, VIGOROUS AND TALENTED WORK
FORCE PLEASED BY CUSTOMER RESPECT FOR THEIR PRODUCT AND CHALLENGED DAILY TO

ACCOMPLISH TASKS PREVIOUSLY THOUGHT IMPOSSIBLE. MORALE IS HIGH. Qs

R ORRER . S A SNAPSHOT IN

TIME, I WOULD SAY THE ORGANIZATION IS IN A VERY HEALTHY STATE.

DESPITE ALL OF THIS, IT HAS BEEN A PARTICULAR CONCERN OF MINE, AS THE CIA
NEARS ITS FOURTH DECADE, TO AVOID THE SORT OF ORGANIZATIONAL MIDDLE AGE WHICH
COMES TO MOST INSTITUTIONS, A KIND OF BUREAUCRATIC HARDENING OF THE ARTERIES

CHARACTERIZED BY THE GROWTH OF RED TAPE AND OVERREGULATION AND BY A LOSS OF

CREATIVITY AND INITIATIVE.

OVER THE PAST COUPLE OF YEARS, WE HAVE PAID INCREASING ATTENTION TO QOUR
PERSONNEL SYSTEMS TO ENSURE THAT WE WERE CREATING AN ENVIRONMENT WHICH
CONTINUED TO ENCOURAGE OUR EMPLOYEES TO WORK TO THEIR FULLEST POTENTIAL AND
CAPACITY AND WHICH PERPETUATED THE SENSE OF COMMITMENT AND DEDICATION WHICH
LONG HAS BEEN A HALLMARK OF CIA'S CORPORATE CULTURE. WE CUT THROUGH SOME OF
THE RED TAPE WHICH HAD DEVELOPED AND TOOK STEPS TO REMOVE CERTAIN OF THE
IRRITANTS AND IMPEDIMENTS WHICH HAD CREPT INTO OUR SYSTEM. THIS PROCESS OF

SCRAPING THE BARNACLES OFF OUR CURRENT PERSONNEL SYSTEM IS CONTINUING BUT IT IS

MY BELIEF THAT MORE FUNDAMENTAL CHANGES NEED TO BE CONSIDERED.
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INDEED, I WOULD SUBMIT HERE TODAY THAT WHAT WE NEED IS A NATIONAL
INTELLIGENCE PERSONNEL STRATEGY TO ENSURE THAT WE CAN CONTINUE TO HAVE AND
RETAIN THE BEST INTELLIGENCE CADRE INTO THE 21ST CENTURY. AS I MENTIONED IN
THE NATIONAL FOREIGN INTELLIGENCE STRATEGY PRESENTED TO YOU IN FEBRUARY OF THIS
YEAR, WE MUST CONSTANTLY STRIVE TO ENHANCE THE QUALITY AND MOTIVATION OF OUR
WORK FORCE. WE HAVE IMPLEMENTED THE MOST IMPRESSIVE ARRAY OF TECHNICAL
CAPABILITIES IN THE WORLD. BUT, TO GET WHAT WE SHOULD OUT OF THEM, WE COUNT ON
PEOPLE WHO CONCEIVE THEM, INTERPRET AND USE THEIR PRODUCTS, AND PRSV?SEWSUPPOHT
~'I:S"'I"I:KE‘ENTIRE INTELLIGENCE PROCESS. THE EFFECT OF CHANGES IN FEDEékE PERSONNEL

*;Gfitlss ON OUR ABILITY TO RETAIN TALENTED AND PROMISING S;REERISTS MUST BE

CAREFULLY MONITORED AND NEW FORMULATIONS FOUND TO PREVENT THE APPEAL OF AN

INTELLIGENCE CAREER FROM DETERIORATING. 25X1

AT CIA, I ALREADY HAVE A TASK FORCE HARD AT WORK ON THIS ISSUE AND I AM
AWARE OF OTHER INITIATIVES WITHIN THE COMMUNITY. IT IS, THEREFORE, A GREAT
PLEASURE FOR ME TO BE HERE TODAY TO SHARE WITH YOU OUR VISION OF THE FUTURE AS
YOU BEGIN TO STUDY PERSONNEL ISSUES IN THE INTELLIGENCE COMMUNITY. I AM
CONFIDENT THAT AS A RESULT OF OUR JOINT AND COOPERATIVE EFFORTS WE WILL DEVELOP

bTHE PROGRAMS AND STRATEGIES WHICH WILL KEEP OUR INTELLIGENCE PROFESSION AT THE

CUTTING EDGE IN THE COLLECTION AND ANALYSIS OF INFORMATION NEEDED TO INFORM THE

POLICY PROCESS AND PROTECT OUR NATIONAL SECURITY. 25X1

I WANT TO TAKE A FEW MOMENTS TO SET FORTH CERTAIN GUIDING PRINCIPLES, TO
TRACE THE CONSERVATIVE EXERCISE OF OUR SPECIAL AUTHORITIES, TO IDENTIFY CERTAIN
INITIAL STEPS WE HAVE TAKEN TO USE THESE AUTHORITIES IN NEW AND CREATIVE WAYS
AND FINALLY TO EXPLORE WITH YOU THE DIRECTION IN WHICH I FEEL WE MUST HEAD.

(u)
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GUIDING PRINCIPLES:

EVERY SUCCESSFUL ORGANIZATION HAS A BELIEF SYSTEM, A CULTURE WHICH
DEFINES ITS PLACE IN THE UNIVERSE AND WHICH ENCOURAGES PEOPLE TO WANT TO BECOME
AND REMAIN A PART OF THAT ORGANIZATION. I AM SURE, FOR EXAMPLE, THAT YOU HAVE

SEEN OUR CREDO BUT I THINK YOU CAN BOIL DOWN OUR BELIEF SYSTEM TO THREE

CLUSTERS OF IDEAS.

FIRST, OUR PEOPLE BELIEVE WE ARE THE BEST INTELLIGENCE ORGANIZATION IN THE

WORLD. WE ARE APOLITICAL BUT WE ARE POLICY RELEVANT.

SECOND, AS AN INSTITUTION, WE BELIEVE THAT PEOPLE ARE OUR MOST IMPORTANT
RESOURCE. WE ARE A FAMILY AND WE TAKE CARE OF OUR PEOPLE. WE ARE A

MERITOCRACY AND WE BELIEVE THAT THE INDIVIDUAL EMPLOYEE MAKES A DIFFERENCE, SO

WE VALUE THE VIRTUOSO PERFORMER AND WE REWARD THOSE WHO PRODUCE.

AND THIRD, WE ARE A CAN-DO ORGANIZATION. WE ACCOMPLISH THE MISSION AND

MEET THE CHALLENGE. WE ARE FORWARD LEANING, FLEXIBLE AND LESS BUREAUCRATIC.

WE MUST PERPETUATE THIS CULTURE. OUR HUMAN RESOURCE MANAGEMENT SYSTEM,
THEREFORE, MUST SAFEGUARD THESE CENTRAL BELIEFS YET BE SUFFICIENTLY FLEXIBLE TO
MEET THE CHALLENGES OF THE DECADES AHEAD. LET ME TOUCH UPON A FEW OF THESE
CHALLENGES:

! THE AGENCY MISSION HAS EXPANDED. THE INTELLIGENCE ISSUES WE DEAL WITH

ARE DIFFERENT FROM, AND FAR MORE COMPLEX THAN, THOSE WE HAVE TACKLED IN
THE PAST. THE NUMBER OF OUR CONSUMERS LIKEWISE HAS GROWN. WE NOW MUST

SERVE SUCH ELEMENTS OF THE GOVERNMENT AS THE DEPARTMENTS OF

Cc o, ol
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ENERGY, TREASURY, AND COMMERCE; NASA, THE ARMS CONTROL NEGOTIATORS, THE
SPECIAL TRADE REPRESENTATIVES, YOUR OWN JOINT ECONOMIC COMMITTEE AND SO
FORTH.

' TO ACCOMPLISH OUR TASK WE REQUIRE TEAMS OF EXPERTS FROM A VARIETY OF
ANALYTICAL AND COLLECTION FIELDS, EACH CONTRIBUTING SPECIAL SKILLS AND
KNOWLEDGE. WE ALREADY FACE KEEN COMPETITION FOR THESE HIGHLY SKILLED,
EDUCATED AND TALENTED PEOPLE'AND FIND IT DIFFICULT TO OBTAIN THE ETHNIC
AND LINGUISTIC MIX WHICH IS ESSENTIAL TO OUR BUéINESS.

! LOOKING TO THE FUTURE, WE ARE TOLD THAT THE BABY-BOOM GENERATION
ALREADY HAS ENTERED THE LABOR MARKET AND THE GROUP BEHIND THEM IS MUCH
SMALLER IN SIZE, SO THE COMPETITION FOR TALENT IN THIS EMERGING WORK
FORCE IS GOING TO INCREASE FURTHER.

! WE INCREASINGLY FIND THAT OUR PEOPLE, ONCE ON BOARD AND POSSESSING
SPECIALIZED CLEARANCES AND ACCESS, ARE HIGHLY ATTRACTED TO THE PRIVATE
SECTOR; PARTICULARLY THOSE WHO HAVE TECHNICAL OR REGIONAL SKILLS OR
OVERSEAS EXPERIENCE.

! DUAL-CAREER COUPLES AND SINGLE-PARENT FAMILIES WILL BE THE NORM, MAKING
THE MOBILITY REQUIRED FOR MANY CIA OCCUPATIONS DIFFICULT. IN ADDITION,
TERRORIST ACTIONS OVERSEAS HAVE CLEARLY LOWERED INTEREST IN WORKING
ABROAD, MUCH LESS IN JEOPARDIZING FAMILIES FURTHER BY WORKING FOR AN
INTELLIGENCE ORGANIZATION.

! THE AMERICAN EDUCATION SYSTEM IN THE LAST TWO DECADES HAS DONE AN
EXCELLENT JOB OF PRODUCING HIGHLY EDUCATED, TECHNOLOGICALLY COMPETENT
GRADUATES, BUT HAS GIVEN FAR LESS EMPHASIS TO LAMGUAGES, INTERNATIONAL

RELATIONS AND POLITICS, AREAS IN WHICH WE EARN OUR BREAD AND BUTTER.
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(A TEST OF THIS TREND WOULD BE FOR YOU TO ASK SOME OF YOUR CHILDREN A
BASIC GEOGRAPHY QUESTION.)
' AND IF THIS WERE NOT ENOUGH, THE TECHNOLOGY IS CHANGING SO RAPIDLY IN

SO MANY FIELDS THAT GRADUATES SIX - EIGHT YEARS OUT OF SCHOOL MAY NEED

TO BE RETRAINED TO STAY AT THE CUTTING EDGE IN THEIR DISCIPLINES. 25X1

ALL OF THIS IS OCCURRING IN AN ENVIRONMENT IN WHICH FEDERAL EMPLOYMENT IS
INFREQUENTLY PORTRAYED AS PARTICULARLY WORTHY OR HIGHLY VALUED, AND THE LOW
ESTEEM IN WHICH CIVIL SERVANTS ARE HELD IS NOT SIMPLY A MATTER OF RHETORIC.

THERE IS THE EVEN HARSHER REALITY OF A STAGNATING AND EVEN DECLINING SALARY AND

BENEFIT STRUCTURE FOR FEDERAL WORKERS. 25X1

HISTORIC USE OF DCI AUTHORITIES:

AT CIA, RIGHT FROM THE BEGINNING, THE DCI HAD THE AUTHORITIES TO CREATE A
PERSONNEL SYSTEM TO ENABLE HIM TO MEET THE UNIQUE DEMANDS OF THE INTELLIGENCE
PROFESSION. BUT AS YOU KNOW, FOR MOST OF QUR HISTORY, WE FELT WE COULD
ACCOMPLISH OUR MISSION AND MOTIVATE OUR PEOPLE WITHIN THE BROAD CONTOURS OF THE
OVERALL GOVERNMENT PERSONNEL STRUCTURE. AND SO, AS A MATTER OF CHOICE WE
BASICALLY FOLLOWED TITLE 5 RULES ON PAY, LEAVE, OVERTIME, STEP INCREASES, AND

INCENTIVE AWARDS. INDEED, WE ADOPTED THE GENERAL SCHEDULE (GS) PAY SCALE AND

GS GRADE STRUCTURE. 25X1

MORE RECENTLY, WE RECOGNIZED THAT CERTAIN CHANGES WERE REQUIRED AND WE
INVOKED OUR SPECIAL AUTHORITIES TO IMPROVE OUR HUMAN RESOURCE MANAGEMENT. WE

HAVE IMPLEMENTED:
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' SPECIAL AGENCY-SPECIFIC PAY SCHEDULES FOR SCIENTISTS, ADP

PROFESSIONALS, ENGINEERS, AND MEDIéAL OFFICERS:

! A PAY BANDING EXPERIMENT IN OUR OFFICE OF COMMUNICATIONS;

! A NEW SECRETARIAL CAREER AND PAY SYSTEM WITH FOUR BROAD PAY LEVELS,
MODIFIED PAY FOR PERFORMANCE, JOB ENRICHMENT AND SIGNIFICANTLY
INCREASED TRAINING;

! NON SUPERVISORY SPECIALIST TRACKS FOR A LIMITED NUMBER OF PROFESSIONS
AND POSITIONS;

' OVERSEAS PAY THAT IS 9.6% HIGHER THAN DOMESTIC; AND

! AN EMPLOYEE SPOUSE PROGRAM FACILITATING JOINT ASSIGNMENTS AS WELL AS

GUARANTEEING REEMPLOYMENT AT CURRENT GRADE ON RETURN TO DUTY WHEN JOINT

ASSIGNMENTS CANNOT BE ARRANGED. 25X1
WHILE THESE INITIATIVES ARE BENEFICIAL MOVES IN THE RIGHT DIRECTION, THEY
ARE ONLY BAND AIDS. THEIR CUMULATIVE EFFECT IS NOT SUFFICIENT.TO MEET THE
CHALLENGES OF THE FUTURE. | 25X1

FUTURE DIRECTIONS:

OVER THE NEXT COUPLE OF YEARS WE PLAN TO:

1. REPLACE THE CURRENT AND RATHER INFLEXIBLE GS ARCHITECTURE WITH A MORE
FINELY TUNED PAY SYSTEM WHICH WILL MAKE US MORE COMPETITIVE, WHICH WILL BETTER
TAKE INTO ACCOUNT THE VALUE TO US OF CERTAIN PEOPLE AND CERTAIN OCCUPATIONS,
AND WHICH WILL BETTER MOTIVATE THE GOOD EMPLOYEE AND HELP RETAIN THE STELLAR
EMPLOYEE BY MORE CLEARLY LINKING PAY WITH PERFORMANCE.

2. RETHINK THE CURRENT SET OF INCENTIVES, ALLOWANCES, AND OTHER BENEFITS
SO THAT WE HAVE AVAILABLE A MORE FLEXIBLE, "CAFETERIA-STYLE" COMPENSATION

PACKAGE, WHICH

SECRET . i SR
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TAKES INTO ACCOUNT THE NEEDS OF OUR EMPLOYEES AT DIFFERENT STAGES OF THEIR
LIVES AND CAREERS.
3. REDESIGN A CAREER DEVELOPMENT PROGRAM TO CLEARLY ALLOW FOR SPECIALIST
AND MANAGEMENT TRACKS.
! WE NEED TO ENCOURAGE TECHNICAL AND SUBSTANTIVE EXPERTS WHQ DON'T GO
INTO MANAGEMENT TO STAY WITH CIA.
! WE ALSO NEED TO DEVELOP A NEW GENERATION OF MIDDLE AND SENIOR MANAGERS
WHOSE BREADTH OF EXPERIENCE AND VISION WILL ALLOW US TO CAPITALIZE ON
NEW INTELLIGENCE OPPORTUNITIES, EXPLOIT EMERGING TECHNOLOGIES, AND
BRING TO BEAR GREATER INTERDISCIPLINARY SYNERGISM ON THE MORE COMPLEX
COLLECTION AND ANALYTICAL PROBLEMS WE WILL FACE.
4. REVITALIZE OUR TRAINING PROGRAM TIEING IT TO OUR COMPENSATION SYSTEM
NOT ONLY TO MAINTAIN EXISTING SKILL LEVELS IN A RAPIDLY CHANGING TECHNOLOGICAL
ENVIRONMENT BUT ALSO TO GIVE EFFECT TO OUR PERSONNEL PLANNING, WHICH
INCREASINGLY WILL MEAN THE ANALYSIS OF OUR

CURRENT SKILLS MIX IN THE CONTEXT OF FUTURE NEEDS AND THEN RETRAINING OUR

EMPLOYEES. 25X1
LET ME EXPAND ON EACH OF THESE POINTS:
ALTERNATIVE PAY SYSTEMS:
EARLIER THIS YEAR PRESIDENT REAGAN EXPRESSED HIS APPROVAL OF A DOMESTIC
POLICY COUNCIL RECOMMENDATION TO REPLACE THE 18 GS PAY GRADES WITH A
PERFORMANCE PAY SYSTEM WHICH PROVIDES MANAGERS WITH MORE FLEXIBILITY AND
25X1

AUTHORITY TO REWARD GOOD EMPLOYEES.

AS 1 EXPLAINED EARLIER, CIA, FOR ITS PART, HAS EXPERIMENTED WITH VARIANTS

Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9



Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9
SECRET
TO THE GS SYSTEM, AND I AM PERSUADED THAT ALTERNATIVE PAY STRUCTURES MAKE SENSE

FOR CIA. I BELIEVE THAT WE MUST ADOPT A MORE FLEXIBLE SYSTEM WHICH REDUCES

BUREAUCRACY, GIVES MANAGERS MORE AUTHORITY AND MAKES THEM MORE ACCOUNTABLE FOR

25X1

THE PRODUCTIVE AND EFFICIENT USE OF THEIR HUMAN RESOURCES.

SUCH AN APPROACH, PATTERNED AFTER PRIVATE SECTOR PRACTICES, AND CONSTRAINED
BY THE MANAGER'S BUDGET WOULD :

1. GIVE MANAGERS GREATER ABILITY TO ATTRACT AND RETAIN EMPLOYEES WITH THE
CRITICAL SKILLS WE NEED TO ACCOMPLISH OUR MISSION.

2. REPLACE ESSENTIALLY AUTOMATIC LONGEVITY BASED INCREASES WITH AN
ENHANCED FOCUS ON PAY FOR PERFORMANCE. THIS WILL ALLOW MANAGERS TO REWARD
EXCELLENCE THROUGH A COMBINATION OF PAY INCREASES AND AWARDS WHILE RESERVING
PROMOTIONS FOR SIGNIFICANT CHANGES IN LEVELS OF SKILL AND RESPONSIBILITY, AND:

3. GIVE MANAGERS GREATER RESPONSIBILITY FOR POSITION MANAGEMENT, ALLOWING

THEM TO RESTRUCTURE THEIR ORGANIZATIONS TO MAKE OPTIMUM USE OF EMPLOYEE SKILLS

AND TO MEET CHANGING REQUIREMENTS. 25X1

FLEXIBLE BENEFITS AND ALLOWANCES:

AS T LOOK TO THE FUTURE, I SEE A NEED TO BUILD IN GREATER FLEXIBILITY TO
HIRE THE DIFFERENT TYPES OF PEOPLE WE WILL NEED. FOR EXAMPLE, THERE IS A PLACE
IN OUR ORGANIZATION FOR THE ACCOMPLISHED INDIVIDUAL COMING TO US IN MID-LIFE
AFTER A SUCCESSFUL FIRST CAREER. NATURALLY, THE BENEFITS PACKAGE WE NEED TO
OFFER SUCH AN INDIVIDUAL IS GOING TO BE VERY DIFFERENT FROM THAT WHICH WE WOULD

WANT TO OFFER A NEW EMPLOYEE FRESH OUT OF COLLEGE. AND EVEN LOOKING
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AT OUR PRESENT WORK FORCE, I WOULD SUGGEST THAT OUR EMPLOYEES, THE MAJORITY OF
WHOM ARE UNDER 40 YEARS OF AGE, WITH FEWER DEPENDENTS AND AN INCREASED LIFE
EXPECTANCY COMPARED TO THEIR PREDECESSORS, HAVE DIFFERENT NEEDS AND DESIRE
DIFFERENT BENEFITS THAN DID THEIR PARENT'S GENERATION. EVEN WORKING WITHIN A
CLEAR BUDGETARY BOTTOM-LINE, WE OUGHT TO BE ABLE TO CHANGE THE MIX OF LEAVE,
INSURANCE, AND OTHER ELEMENTS WITHIN THE TOTAL COMPENSATION PACKAGE TO TAKE

INTO ACCOUNT THE CHANGING NEEDS OF OUR EMPLOYEES FROM GENERATION TO GENERATION,

AND EVEN DURING THE COURSE OF A CAREER. 25X1

DUAL CAREER TRACKS :

MY EMPHASIS ON SPECIALIST AND MANAGEMENT TRACKS DERIVES FROM THE FACT
THAT OVER THE YEARS OUR STRENGTH AS AN AGENCY HAS BEEN A DIRECT RESULT OF OUR

ABILITY TO DEVELOP AND RETAIN A LARGE CORPS OF EXPERTS WHO STAY WITH US ON A

CAREER BASIS. 25X1

WE WILL CONTINUE TO USE INDEPENDENT CONTRACTORS AND CONTRACTOR FIRMS TO

ASSIST US IN VARIOUS OF OUR FUNCTIONS, BUT THEY ARE NO SUBSTITUTE FOR A CAREER

WORK FORCE WHICH POSSESSES AN INSTITUTIONAL MEMORY, A BROAD BASE OF EXPERIENCE

AND A HIGH DEGREE OF SUBSTANTIVE DEPTH.| | 25X1
MANAGING SPECIALISTS IS SOMEWHAT OF AN ART BECAUSE, PARTICULARLY IN THESE

CHANGING TIMES, TOO MANY NARROWLY FOCUSED, OVERSPECIALIZED PEOPLE ARE AS MUCH A

PROBLEM AS TOO MANY GENERALISTS. WE FOUND THAT WE COULD NOT AFFORD VERY MANY

PEOPLE WHO WOULD SPEND THEIR ENTIRE CAREER ON SOME BACKWATER, BUT WE ALSO

ESCHEWED THE STAFFING APPROACH OF SOME ORGANIZATIONS WHICH MOVE PEOPLE FROM

SPECIALTY TO SPECIALTY EVERY COUPLE OF YEARS, THUS TRADING DEPTH OF EXPERTISE

N~~~ m
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FOR BREADTH OF EXPERIENCE. INSTEAD, WE HAVE DEVELOPED OUR PEOPLE WITHIN A
NUMBER OF SPECIALIST CONES, BROAD ENOUGH, FOR EXAMPLE, TO PRODUCE CASE OFFICERS
AND ANALYSTS ABLE TO GO WHERE THEY WERE NEEDED BUT TRULY EXPERTS IN THEIR

TRADE. 25X1

ONE OF OUR PROBLEMS HAS BEEN THAT TRADITIONAL CAREER PATTERNS HAVE FORCED

SUBSTANTIVE EXPERTS TO BECOME MANAGERS. SOMETIMES WE TURN SUPERB SPECIALISTS
INTO MODERATELY TALENTED MANAGERS. OTHERS, UNWILLING OR UNQUALIFIED TO BECOME
MANAGERS, BECOME UNDERSTANDABLY FRUSTRATED AND SOME LEAVE THE AGENCY TO WORK AT
ENHANCED PAY IN THE PRIVATE SECTOR. SOME EVEN COME BACK AS CONTRACTOR
EMPLOYEES TO WORK ON AGENCY PROJECTS. THIS SITUATION IS TROUBLESOME,
ESPECIALLY WHEN WE CONSIDER THAT OUR LONG-TERM EXPERIENCE BASE HAS BEEN
GRADUALLY BUT STEADILY SHRINKING. 1IN 1976, 14% OF OUR PEOPLE HAD LESS THAN
THREE YEARS OF CIA EXPERIENCE, BY 1981 THIS NUMBER HAD RISEN TO 16% AND BY THE
BEGINNING OF FY 86, 23% OF OUR EMPLOYEES HAD LESS THAN THREE YEARS WITH THE
AGENCY. TO SOME EXTENT THIS REFLECTS THE RAPID GROWTH IN CIA, PARTICULARLY IN
THE 1981-1986 TIMEFRAME, WHEN AGENCY PERSONNEL GREW 21%. HOWEVER, THE GROWING
COMPETITION FOR SPECIALISTS IN CERTAIN FIELDS MAY EXACERBATE THIS TREND UNLESS
WE ARE BETTER ABLE TO REWARD THOSE WHO DO NOT GO INTO MANAGEMENT. [::::::] 25X1
NO LESS IMPORTANT, PARTICULARLY IN A TIME OF RESOURCE CONSTRAINTS, IS OUR
NEED TO IDENTIFY AND DEVELOP A SKILLED MANAGEMENT CADRE. MANAGERS MUST CREATE
ENVIRONMENTS THAT DEVELOP LOYALTY AND MOTIVATE EMPLOYEES TO PERFORM AT THEIR
HIGHEST POTENTIAL. 1IN ADDITION, OUR MANAGERS MUST BE CAPABLE OF INTEGRATING
HUMAN RESOURCE PLANNING WITH PROGRAM PLANNING AND DEALING WITH THE GROWING
COMPLEXITIES OF INTEGRATING THE RESOURCE REQUIREMENTS OF MULTIFACETED

COLLECTION, PROCESSING AND ANALYTIC ACTIVITIES. WE ALSO KNOW THAT THE

10
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MANAGEMENT FUNCTION IS GOING TO BE VITALLY IMPORTANT IN IDENTIFYING PERSONNEL

REQUIREMENTS FOR THE FUTURE AND IN PLANNING TRAINING AND ASSIGNMENTS TO ENSURE

25X1

EFFECTIVE CAREER DEVELOPMENT AND SUCCESSION PLANNING.

EARLY IDENTIFICATION OF OUR MANAGEMENT CADRE COMBINED WITH A SIGNIFICANT
EXPERIENTIAL ASSIGNMENT PROCESS WILL SERVE TO ENHANCE MANAGEMENT AND PLANNING
CAPABILITIES; AND, WITH A SUFFICIENT CADRE OF EXPERIENCED MANAGERS, WE WILL BE

ABLE TO KEEP SUBSTANTIVE EXPERTS WHERE THEY CAN MAKE THEIR MAXIMUM CONTRIBUTION

TO THE ORGANIZATION. 25X1

TRAINING:

FINALLY, WE NEED TO FOCUS ON TRAINING, BECAUSE NO MATTER HOW GOOD OUR
PERSONNEL PLANNING, THE PEOPLE WE HIRE IN THE 1980'S ARE UNLIKELY TO HAVE THE
MIX OF SKILLS WE WILL NEED IN THE 1990'S. INDEED, OUR YOUNG PEOPLE ARE
LEARNING WHAT MANY OF THEIR SENIORS HAVE KNOWN FOR SOME TIME--THAT THE
HALF-LIFE OF ONE'S SKILLS, PARTICULARLY IN THE TECHNICAL AREA MAY BE LESS THAN
SIX- EIGHT YEARS. WHAT THIS MEANS IS THAT WHETHER WE ARE TALKING ABOUT SKILLS

MAINTENANCE OR RETRAINING, EDUCATION IS GOING TO BE A CONSTANT FOR OUR

PROFESSIONAL WORK FORCE. 25X1

TRAINING IS IMPORTANT FOR ANOTHER REASON. GIVEN THE MULTIDISCIPLINARY
NATURE OF OUR TASKING AND THE NEED TO SHIFT OUR WORK FORCE TO ACCOMMODATE
RAPIDLY CHANGING WORLD EVENTS, WE MUST DEVELOP A CADRE OF PERSONNEL WHO ARE NOT
JUST FUNCTIONAL SPECIALISTS, BUT WHO ARE PRIMARILY INTELLIGENCE OFFICERS.
INDEED, YOU MIGHT SAY THAT IN A PERSONNEL SENSE OUR MISSION IS TO TAKE

POLITICAL SCIENTISTS, COMPUTER SCIENTISTS, AND PHYSICAL SCIENTISTS AND, TO

1
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SOME EXTENT, CHANGE THEIR FOCUS FROM BEING, FOR EXAMPLE, A SCIENTiST WHO

HAPPENS TO WORK AT CIA TO AN INTELLIGENCE OFFICER WHO HAPPENS TO BE A

25X1
SCIENTIST.

THIS IS NOT TOTALLY OUT OF THE QUESTION BECAUSE WE ARE TOLD THAT, ON
AVERAGE, OVER THE COURSE OF ONE'S WORK, LIFE PEOPLE CHANGE CAREER FIELDS TWO -
THREE TIMES AND CHANGE EMPLOYERS FOUR - FIVE TIMES. SINCE WE TEND TO HIRE
MULTIFACETED, MULTITALENTED PEOPLE, WE CAN EXPECT OUR EMPLOYEES TO BE
SUSCEPTIBLE TO SIMILAR CAREER MIGRATIONS; AND IF WE WANT TO KEEP A CAREER WORK

FORCE, WE WILL NEED TO PROVIDE THEM WITH OPPORTUNITIES TO CHANGE CAREER FIELDS

WITHOUT LEAVING CIA. 25X1

AT THE CENTER OF OUR THINKING, AS WE EXPLORE THESE AND OTHER INITIATIVES,
IS THE REALIZATION THAT, HOWEVER WE IMPROVE OUR SYSTEM, THE GOVERNMENT
GENERALLY IS NOT GOING TO BE ABLE TO OUTBID THE PRIVATE SECTOR. MOREOVER, OUR
EMPLOYEES HAVE NEVER COME TO OR STAYED WITH CIA SOLELY BECAUSE OF PAY AND

BENEFITS. IT IS THE IMPORTANT AND EXCITING MISSION WHICH ATTRACTS THEM. 1IT IS

THE SENSE OF ACCOMPLISHMENT AND RESPONSIBILITY WHICH KEEPS THEM HERE. 25X1

EVERYTHING I HAVE TALKED ABOUT RELATES TO OUR ABILITY TO MAINTAIN A HIGH
LEVEL OF JOB SATISFACTION, AND THAT MEANS GIVING OUR EMPLOYEES THE TRAINING AND
TOOLS THEY NEED TO DO THE JOB AND MAKING THEM FEEL THAT THEY ARE SPECIAL. WE
CONSTANTLY SEEM TO BE RATCHETING UP THE EDUCATIONAL AND SKILL REQUIREMENTS AND
INCREASING THE LIFESTYLE AND SECURITY CONSTRAINTS, YET THE CONTINUED DEDICATION
AND ENTHUSIASM OF OUR PEOPLE CAN BE SEEN IN A CULTURE WHICH FORFEITS OVER

100,000 HOURS OF ANNUAL LEAVE EACH YEAR AND AN OFFICER CORPS WHICH ROUTINELY

FAILS TO PUT IN FOR OVERTIME FOR DOING THE JOB. 25X1

THIS IS NOT SOMETHING WHICH CAN BE SUSTAINED BY EFFORTS TO HOMOGENIZE THE

12

Decla;s'ified in Part - Sanitized Copy Approved forcRgIerés?e 50"?3/1"2/30 : CIA-RDP88G01116R000200260012-9



Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9

SECRET

CIA INTO THE REST OF THE GOVERNMENT OR EVEN TO MAKE CIA LOOK EXACTLY LIKE THE
OTHER COMMUNITY AGENCIES. I BELIEVE THAT EACH AGENCY SHOULD HAVE THE
AUTHORITIES IT REQUIRES TO BUILD AND MAINTAIN A SYSTEM WHICH WILL BE
ATTRACTIVE TO ITS CAREER CADRE AND WHICH WILL ENSURE THE HIGH QUALITY STAFF
WHICH IS EXPECTED IN OUR BUSINESS. BUT IT WOULD BE A MISTAKE TO ERASE THE
FUNDAMENTAL DIFFERENCES IN CULTURE AND AMBIENCE. WHILE EACH OF US WITHIN THE
INTELLIGENCE COMMUNITY WILL BE LEARNING FROM EACH OTHER, THE DIFFERENT
PERSONNEL EXPERIMENTS AND DEMONSTRATION PROJECTS IN OUR RESPECTIVE AGENCIES

REPRESENT HEALTHY EFFORTS TO BUILD TOWARD THE FUTURE WHILE PRESERVING OUR

ESSENTIAL CULTURES. 25X1

FROM MY PERSPECTIVE, THEREFORE, YOUR SURVEY OF OUR PERSONNEL NEEDS COULD
NOT BE MORE TIMELY, AND WE WILL WANT TO WORK CLOSELY TOGETHER TO SEE HOW WE
MIGHT USE OUR EXISTING AUTHORITIES, AND OBTAIN ANY ADDITIONAL AUTHORITIES WHICH
MIGHT BE REQUIRED, TO IMPROVE OUR HUMAN RESOURCE MANAGEMENT SYSTEM SO THAT WE

CAN CONTINUE TO PROVIDE OUR COUNTRY WITH THE BEST INTELLIGENCE PROFESSIONALS 1IN

THE WORLD. 2oX1

13
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21 July 1986

MEMORANDUM FOR Deputy Director of Central Intelligence
Executive Director

FROM: Director of Central Intelligence
SUBJECT: SSCI Hearing - 23 July 1986

I would like to develop some paragraphs for my statement to the
SSCI on personnel this week which would reflect the interesting ideas
you expressed to me on Friday. I think this appearance before the
SSCI should boldly suggest the new initiatives on personnel which we ~
will want to get underway next year. I made a similar request to
Bill Donnelly for some paragraphs to reflect suggestions made in
the first three paragraphs on page 3 and paragraph (e) on page 4 of
his paper entitled, "The DA - An action Agenda."

William J. Casey

Attachment:
Draft DCI Statement for the Record - SSCI, 23 July 1986

25X1
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STATEMENT FOR THE REOQORD
DC1 - RReANRS

SENATE SELECT COMMITTEE ON INTELLIGENCE
23 JULY 1986

CIA PERSONNEL MANAGEMENT

AS I LOOK AT PERSONNEL AT CIA, I FIND A YOUNG, VIGOROUS AND TALENTED WORK
FORCE PLEASED BY CUSTOMER RESPECT FOR THEIR PRODUCT AND CHALLENGED DAILY TO
ACCOMPLISH TASKS PREVIOUSLY THOUGHT IMPOSSIBLE. MORALE IS HIGH. —

AR RRN] . /S A SNAPSHOT IN

TIME, I WOULD SAY THE ORGANIZATION IS IN A VERY HEALTHY STATE. 25X1

DESPITE ALL OF THIS, IT HAS BEEN A PARTICULAR CONCERN OF MINE, AS THE CIA
NEARS ITS FOURTH DECADE, TO AVOID THE SORT OF ORGANIZATIONAL MIDDLE AGE WHICH
COMES TO MOST INSTITUTIONS, A KIND OF BUREAUCRATIC HARDENING OF THE ARTERIES

CHARACTERIZED BY THE GROWTH OF RED TAPE AND OVERREGULATION AND BY A LOSS OF

CREATIVITY AND INITIATIVE. 25X1

OVER THE PAST COUPLE OF YEARS, WE HAVE PAID INCREASING ATTENTION TO OUR
PERSONNEL SYSTEMS TO ENSURE THAT WE WERE CREATING AN ENVIRONMENT WHICH
CONTINUED TO ENCOURAGE OUR EMPLOYEES TO WORK TO THEIR FULLEST POTENTIAL AND
CAPACITY AND WHICH PERPETUATED THE SENSE OF COMMITMENT AND DEDICATION WHICH
LONG HAS BEEN A HALLMARK OF CIA'S CORPORATE CULTURE. WE CUT THROUGH SOME OF
THE RED TAPE WHICH HAD DEVELOPED AND TOOK STEPS TO REMOVE CERTAIN OF THE
IRRITANTS AND IMPEDIMENTS WHICH HAD CREPT INTO OUR SYSTEM. THIS PROCESS OF

SCRAPING THE BARNACLES OFF OUR CURRENT PERSONNEL SYSTEM IS CONTINUING BUT IT IS

MY BELIEF THAT MORE FUNDAMENTAL CHANGES NEED TO BE CONSIDERED. 25X1

25X1

SECRET
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INDEED, I WOULD SUBMIT HERE TODAY THAT WHAT WE NEED IS A NATIONAL
INTELLIGENCE PERSONNEL STRATEGY TO ENSURE THAT WE CAN CONTINUE TO HAVE AND .
RETAIN THE BEST INTELLIGENCE CADRE INTO THE 21ST CENTURY. AS I MENTIONED IN
THE NATIONAL FOREIGN INTELLIGENCE STRATEGY PRESENTED TO YOU IN FEBRUARY OF THIS
YEAR, WE MUST CONSTANTLY STRIVE TO ENHANCE THE QUALITY AND MOTIVATION OF OUR
WORK FORCE. WE HAVE IMPLEMENTED THE MOST IMPRESSIVE ARRAY OF TECHNICAL
CAPABILITIES IN THE WORLD. BUT, TO GET WHAT WE SHOULD OUT OF THEM, WE COUNT ON
PEOPLE WHO CONCEIVE THEM, INTERPRET AND USE THEIR PRODUCTS, AND P;gV?;E)SUPPORT
~fg‘TﬁE>ENTIRE INTELLIGENCE PROCESS. THE EFFECT OF CHANGES IN FEDE&ki PERSONNEL

G?SEiCIES ON QUR ABILITY TO RETAIN TALENTED AND PROMISING é:REERISTS MUST BE

CAREFULLY MONITORED AND NEW FORMULATIONS FOUND TO PREVENT THE APPEAL OF AN

INTELLIGENCE CAREER FROM DETERIORATING. 25X1

AT CIA, I ALREADY HAVE A TASK FORCE HARD AT WORK ON THIS ISSUE AND I AM
AWARE OF OTHER INITIATIVES WITHIN THE COMMUNITY. IT IS, THEREFORE, A GREAT
PLEASURE FOR ME TO BE HERE TODAY TO SHARE WITH YOU OUR VISION OF THE FUTURE AS
YOU BEGIN TO STUDY PERSONNEL ISSUES IN THE INTELLIGENCE COMMUNITY. I AM
CONFIDENT THAT AS A RESULT OF OUR JOINT AND COOPERATIVE EFFORTS WE WILL DEVELOP
THE PROGRAMS AND STRATEGIES WHICH WILL KEEP OUR INTELLIGENCE PROFESSION AT THE

CUTTING EDGE IN THE COLLECTION AND ANALYSIS OF INFORMATION NEEDED TO INFORM THE

POLICY PROCESS AND PROTECT OUR NATIONAL SECURITY. 25X1

I WANT TO TAKE A FEW MOMENTS TO SET FORTH CERTAIN GUIDING PRINCIPLES, TO
TRACE THE CONSERVATIVE EXERCISE OF OUR SPECIAL AUTHORITIES, TO IDENTIFY CERTAIN
INITIAL STEPS WE HAVE TAKEN TO USE THESE AUTHORITIES IN NEW AND CREATIVE WAYS

AND FINALLY TO EXPLORE WITH YOU THE DIRECTION IN WHICH I FEEL WE MUST HEAD.

25X1

SECRET
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GUIDING PRINCIPLES:

EVERY SUCCESSFUL ORGANIZATION HAS A BELIEF SYSTEM, A CULTURE WHICH
DEFINES ITS PLACE IN THE UNIVERSE AND WHICH ENCOURAGES PEOPLE TO WANT TO BECOME
AND REMAIN A PART OF THAT ORGANIZATION. I AM SURE, FOR EXAMPLE, THAT YOU HAVE

SEEN OUR CREDO BUT I THINK YOU CAN BOIL DOWN OUR BELIEF SYSTEM TO THREE

CLUSTERS OF IDEAS. 25X1

FIRST, OUR PEOPLE BELIEVE WE ARE THE BEST INTELLIGENCE ORGANIZATION IN THE

WORLD. WE ARE APOLITICAL BUT WE ARE POLICY RELEVANT. 25X1

SECOND, AS AN INSTITUTION, WE BELIEVE THAT PEOPLE ARE OUR MOST IMPORTANT
RESOURCE. WE ARE A FAMILY AND WE TAKE CARE OF OUR PEOPLE. WE ARE A

MERITOCRACY AND WE BELIEVE THAT THE INDIVIDUAL EMPLOYEE MAKES A DIFFERENCE, SO

WE VALUE THE VIRTUOSO PERFORMER AND WE REWARD THOSE WHO PRODUCE. 25X1

AND THIRD, WE ARE A CAN-DO ORGANIZATION. WE ACCOMPLISH THE MISSION AND

MEET THE CHALLENGE. WE ARE FORWARD LEANING, FLEXIBLE AND LESS BUREAUCRATIC.

25X1

WE MUST PERPETUATE THIS CULTURE. OUR HUMAN RESOURCE MANAGEMENT SYSTEM,
THEREFORE, MUST SAFEGUARD THESE CENTRAL BELIEFS YET BE SUFFICIENTLY FLEXIBLE TO
MEET THE CHALLENGES OF THE DECADES AHEAD. LET ME TOUCH UPON A FEW OF THESE
CHALLENGES:

' THE AGENCY MISSION HAS EXPANDED. THE INTELLIGENCE ISSUES WE DEAL WITH

ARE DIFFERENT FROM, AND FAR MORE COMPLEX THAN, THOSE WE HAVE TACKLED IN
THE PAST. THE NUMBER OF OUR CONSUMERS LIKEWISE HAS GROWN. WE NOW MUST

SERVE SUCH ELEMENTS OF THE GOVERNMENT AS THE DEPARTMENTS OF

SECRET
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ENERGY, TREASURY, AND COMMERCE; NASA, THE ARMS CONTROL NEGOTIATORS, THE
SPECIAL TRADE REPRESENTATIVES, YOUR OWN JOINT ECONOMIC COMMITTEE AND SO
FORTH.

' TO ACCOMPLISH OUR TASK WE REQUIRE TEAMS OF EXPERTS FROM A VARIETY OF
ANALYTICAL AND COLLECTION FIELDS, EACH CONTRIBUTING SPECIAL SKILLS AND
KNOWLEDGE. WE ALREADY FACE KEEN COMPETITION FOR THESE HIGHLY SKILLED,
EDUCATED AND TALENTED PEOPLE AND FIND IT DIFFICULT TO OBTAIN THE ETHNIC
AND LINGUISTIC MIX WHICH IS ESSENTIAL TO OUR BUéINESS.

! LOOKING TO THE FUTURE, WE ARE TOLD THAT THE BABY-BOOM GENERATION
ALREADY HAS ENTERED THE LABOR MARKET AND THE GROUP BEHIND THEM IS MUCH
SMALLER IN SIZE, SO THE COMPETITION FOR TALENT IN THIS EMERGING WORK
FORCE IS GOING TO INCREASE FURTHER.

' WE INCREASINGLY FIND THAT OUR PEOPLE, ONCE ON BOARD AND POSSESSING
SPECIALIZED CLEARANCES AND ACCESS, ARE HIGHLY ATTRACTED TO THE PRIVATE
SECTOR; PARTICULARLY THOSE WHO HAVE TECHNICAL OR REGIONAL SKILLS OR
OVERSEAS EXPERIENCE.

! DUAL-CAREER COUPLES AND SINGLE-PARENT FAMILIES WILL BE THE NORM, MAKING
THE MOBILITY REQUIRED FOR MANY CIA OCCUPATIONS DIFFICULT. IN ADDITION,
TERRORIST ACTIONS OVERSEAS HAVE CLEARLY LOWERED INTEREST IN WORKING
ABROAD, MUCH LESS IN JEOPARDIZING FAMILIES FURTHER BY WORKING FOR AN
INTELLIGENCE ORGANIZATION.

! THE AMERICAN EDUCATION SYSTEM IN THE LAST TWO DECADES HAS DONE AN
EXCELLENT JOB OF PRODUCING HIGHLY EDUCATED, TECHNOLOGICALLY COMPETENT
GRADUATES, BUT HAS GIVEN FAR LESS EMPHASIS TO LANGUAGES, INTERNATIONAL

RELATIONS AND POLITICS, AREAS IN WHICH WE EARN OUR BREAD AND BUTTER.

o N SECRET
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(A TEST OF THIS TREND WOULD BE FOR YOU TO ASK SOME OF YOUR CHILDREN A
BASIC GEOGRAPHY QUESTION.)
! AND TF THIS WERE NOT ENOUGH, THE TECHNOLOGY IS CHANGING SO RAPIDLY IN
SO MANY FIELDS THAT GRADUATES SIX - EIGHT YEARS OUT OF SCHOOL MAY NEED
TO BE RETRAINED TO STAY AT THE CUTTING EDGE IN THEIR DISCIPLINES. 25X1

ALL OF THIS IS OCCURRING IN AN ENVIRONMENT IN WHICH FEDERAL EMPLOYMENT IS

INFREQUENTLY PORTRAYED AS PARTICULARLY WORTHY OR HIGHLY VALUED, AND THE LOW
ESTEEM IN WHICH CIVIL SERVANTS ARE HELD IS NOT SIMPLY A MATTER OF RHETORIC.

THERE IS THE EVEN HARSHER REALITY OF A STAGNATING AND EVEN DECLINING SALARY AND
25X1

BENEFIT STRUCTURE FOR FEDERAL WORKERS.

HISTORIC USE OF DCI AUTHORITIES:

AT CIA, RIGHT FROM THE BEGINNING, THE DCI HAD THE AUTHORITIES TO CREATE A
PERSONNEL SYSTEM TO ENABLE HIM TO MEET THE UNIQUE DEMANDS OF THE INTELLIGENCE
PROFESSION. BUT AS YOU KNOW, FOR MOST OF OUR HISTORY, WE FELT WE COULD
ACCOMPLISH OUR MISSION AND MOTIVATE OUR PEOPLE WITHIN THE BROAD CONTOURS OF THE
OVERALL GOVERNMENT PERSONNEL STRUCTURE. AND SO, AS A MATTER OF CHOICE WE
BASICALLY FOLLOWED TITLE 5 RULES ON PAY, LEAVE, OVERTIME, STEP INCREASES, AND

INCENTIVE AWARDS. INDEED, WE ADOPTED THE GENERAL SCHEDULE (GS) PAY SCALE AND

25X1
GS GRADE STRUCTURE.

MORE RECENTLY, WE RECOGNIZED THAT CERTAIN CHANGES WERE REQUIRED AND WE
INVOKED OUR SPECIAL AUTHORITIES TO IMPROVE OUR HUMAN RESOURCE MANAGEMENT. WE

HAVE IMPLEMENTED:

SECRET
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! SPECIAL AGENCY-SPECIFIC PAY SCHEDULES FOR SCIENTISTS, ADP

PROFESSIONALS, ENGINEERS, AND MEDIéAL OFFICERS:

! A PAY BANDING EXPERIMENT IN OUR OFFICE OF COMMUNICATIONS;

! A NEW SECRETARIAL CAREER AND PAY SYSTEM WITH FOUR BROAD PAY LEVELS,
MODIFIED PAY FOR PERFORMANCE, JOB ENRICHMENT AND SIGNIFICANTLY
INCREASED TRAINING;

' NON SUPERVISORY SPECIALIST TRACKS FOR A LIMITED NUMBER OF PROFESSIONS
AND POSITIONS;

' OVERSEAS PAY THAT IS 9.6% HIGHER THAN DOMESTIC; AND

! AN EMPLOYEE SPOUSE PROGRAM FACILITATING JOINT ASSIGNMENTS AS WELL AS

GUARANTEEING REEMPLOYMENT AT CURRENT GRADE ON RETURN TO DUTY WHEN JOINT

ASSIGNMENTS CANNOT BE ARRANGED. 25X1

WHILE THESE INITIATIVES ARE BENEFICIAL MOVES IN THE RIGHT DIRECTION, THEY

ARE ONLY BAND AIDS. THEIR CUMULATIVE EFFECT IS NOT SUFFICIENT.TO MEET THE

25X1
CHALLENGES OF THE FUTURE.

FUTURE DIRECTIONS:

OVER THE NEXT COUPLE OF YEARS WE PLAN TO:

1. REPLACE THE CURRENT AND RATHER INFLEXIBLE GS ARCHITECTURE WITH A MORE
FINELY TUNED PAY SYSTEM WHICH WILL MAKE US MORE COMPETITIVE, WHICH WILL BETTER
TAKE INTO ACCOUNT THE VALUE TO US OF CERTAIN PEOPLE AND CERTAIN OCCUPATIONS,
AND WHICH WILL BETTER MOTIVATE THE GOOD EMPLOYEE AND HELP RETAIN THE STELLAR
EMPLOYEE BY MORE CLEARLY LINKING PAY WITH PERFORMANCE.

2. RETHINK THE CURRENT SET OF INCENTIVES, ALLOWANCES, AND OTHER BENEFITS
SO THAT WE HAVE AVAILABLE A MORE FLEXIBLE, "CAFETERIA-STYLE" COMPENSATION

PACKAGE, WHICH

SECRET
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TAKES INTO ACCOUNT THE NEEDS OF OUR EMPLOYEES AT DIFFERENT STAGES OF THEIR
LIVES AND CAREERS.
3. REDESIGN A CAREER DEVELOPMENT PROGRAM TO CLEARLY ALLOW FOR SPECIALIST
AND MANAGEMENT TRACKS.
' WE NEED TO ENCOURAGE TECHNICAL AND SUBSTANTIVE EXPERTS WHO DON'T GO
INTO MANAGEMENT TO STAY WITH CIA.
! WE ALSO NEED TO DEVELOP A NEW GENERATION OF MIDDLE AND SENIOR MANAGERS
WHOSE BREADTH OF EXPERIENCE AND VISION WILL ALLOW US TO CAPITALIZE ON
NEW INTELLIGENCE OPPORTUNITIES, EXPLOIT EMERGING TECHNOLOGIES, AND
BRING TO BEAR GREATER INTERDISCIPLINARY SYNERGISM ON THE MORE COMPLEX
COLLECTION AND ANALYTICAL PROBLEMS WE WILL FACE.
4. REVITALIZE OUR TRAINING PROGRAM TIEING IT TO OUR COMPENSATION SYSTEM
NOT ONLY TO MAINTAIN EXISTING SKILL LEVELS IN A RAPIDLY CHANGING TECHNOLOGICAL
ENVIRONMENT BUT ALSO TO GIVE EFFECT TO OUR PERSONNEL PLANNING, WHICH
INCREASINGLY WILL MEAN THE ANALYSIS OF OUR

CURRENT SKILLS MIX IN THE CONTEXT OF FUTURE NEEDS AND THEN RETRAINING OUR

25X1

EMPLOYEES.

LET ME EXPAND ON EACH OF THESE POINTS:

ALTERNATIVE PAY SYSTEMS:

EARLIER THIS YEAR PRESIDENT REAGAN EXPRESSED HIS APPROVAL OF A DOMESTIC
POLICY COUNCIL RECOMMENDATION TO REPLACE THE 18 GS PAY GRADES WITH A

PERFORMANCE PAY SYSTEM WHICH PROVIDES MANAGERS WITH MORE FLEXIBILITY AND

AUTHORITY TO REWARD GOOD EMPLOYEES. 25X1

AS 1 EXPLAINED EARLIER, CIA, FOR ITS PART, HAS EXPERIMENTED WITH VARIANTS

SECRFET
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TO THE GS SYSTEM, AND I AM PERSUADED THAT ALTERNATIVE PAY STRUCTURES MAKE SENSE
FOR CIA. I BELIEVE THAT WE MUST ADOPT A MORE FLEXIBLE SYSTEM WHICH REDUCES .

BUREAUCRACY, GIVES MANAGERS MORE AUTHORITY AND MAKES THEM MORE ACCOUNTABLE FOR

THE PRODUCTIVE AND EFFICIENT USE OF THEIR HUMAN RESOURCES. 25X1

SUCH AN APPROACH, PATTERNED AFTER PRIVATE SECTOR PRACTICES, AND CONSTRAINED
BY THE MANAGER'S BUDGET WOULD :

1. GIVE MANAGERS GREATER ABILITY TO ATTRACT AND RETAIN EMPLOYEES WITH THE
CRITICAL SKILLS WE NEED TO ACCOMPLISH OUR MISSION.

2. REPLACE ESSENTIALLY AUTOMATIC LONGEVITY BASED INCREASES WITH AN
ENHANCED FOCUS ON PAY FOR PERFORMANCE. THIS WILL ALLOW MANAGERS TO REWARD
EXCELLENCE THROUGH A COMBINATION OF PAY INCREASES AND AWARDS WHILE RESERVING
PROMOTIONS FOR SIGNIFICANT CHANGES IN LEVELS OF SKILL AND RESPONSIBILITY, AND:

3. GIVE MANAGERS GREATER RESPONSIBILITY FOR POSITION MANAGEMENT, ALLOWING

THEM TO RESTRUCTURE THEIR ORGANIZATIONS TO MAKE OPTIMUM USE OF EMPLOYEE SKILLS

AND TO MEET CHANGING REQUIREMENTS. 25X1

FLEXIBLE BENEFITS AND ALLOWANCES:

AS I LOOK TO THE FUTURE, I SEE A NEED TO BUILD IN GREATER FLEXIBILITY TO
HIRE THE DIFFERENT TYPES OF PEOPLE WE WILL NEED. FOR EXAMPLE, THERE IS A PLACE
IN OUR ORGANIZATION FOR THE ACCOMPLISHED INDIVIDUAL COMING TO US IN MID-LIFE
AFTER A SUCCESSFUL FIRST CAREER. NATURALLY, THE BENEFITS PACKAGE WE NEED TO
OFFER SUCH AN INDIVIDUAL IS GOING TO BE VERY DIFFERENT FROM THAT WHICH WE WOULD

WANT TO OFFER A NEW EMPLOYEE FRESH OUT OF COLLEGE. AND EVEN LOOKING

SECRET
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AT OUR PRESENT WORK FORCE, I WOULD SUGGEST THAT OUR EMPLOYEES, THE MAJORITY OF
WHOM ARE UNDER 40 YEARS OF AGE, WITH FEWER DEPENDENTS AND AN INCREASED LIFE
EXPECTANCY COMPARED TO THEIR PREDECESSORS, HAVE DIFFERENT NEEDS AND DESIRE
DIFFERENT BENEFITS THAN DID THEIR PARENT'S GENERATION. EVEN WORKING WITHIN A
CLEAR BUDGETARY BOTTOM-LINE, WE OUGHT TO BE ABLE TO CHANGE THE MIX OF LEAVE,
INSURANCE, AND OTHER ELEMENTS WITHIN THE TOTAL COMPENSATION PACKAGE TO TAKE

INTO ACCOUNT THE CHANGING NEEDS OF OUR EMPLOYEES FROM GENERATION TO GENERATION,

25X1
AND EVEN DURING THE COURSE OF A CAREER.
DUAL CAREER TRACKS :
MY EMPHASIS ON SPECIALIST AND MANAGEMENT TRACKS DERIVES FROM THE FACT
THAT OVER THE YEARS OUR STRENGTH AS AN AGENCY HAS BEEN A DIRECT RESULT OF OUR
ABILITY TO DEVELOP AND RETAIN A LARGE CORPS OF EXPERTS WHO STAY WITH US ON A

CAREER BASIS. 25X1i

WE WILL CONTINUE TO USE INDEPENDENT CONTRACTORS AND CONTRACTOR FIRMS TO
ASSIST US IN VARIOUS OF OUR FUNCTIONS, BUT THEY ARE NO SUBSTITUTE FOR A CAREER

WORK FORCE WHICH POSSESSES AN INSTITUTIONAL MEMORY, A BROAD BASE OF EXPERIENCE

25X1
AND A HIGH DEGREE OF SUBSTANTIVE DEPTH.

MANAGING SPECIALISTS IS SOMEWHAT OF AN ART BECAUSE, PARTICULARLY IN THESE
CHANGING TIMES, TOO MANY NARROWLY FOCUSED, OVERSPECIALIZED PEOPLE ARE AS MUCH A
PROBLEM AS TOO MANY GENERALISTS. WE FOUND THAT WE COULD NOT AFFORD VERY MANY
PEOPLE WHO WOULD SPEND THEIR ENTIRE CAREER ON SOME BACKWATER, BUT WE ALSO
ESCHEWED THE STAFFING APPROACH OF SOME ORGANIZATIONS WHICH MOVE PEOPLE FROM

SPECIALTY TO SPECIALTY EVERY COUPLE OF YEARS, THUS TRADING DEPTH OF EXPERTISE

SECRET
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FOR BREADTH OF EXPERIENCE. INSTEAD, WE HAVE DEVELOPED OUR PEOPLE WITHIN A
NUMBER OF SPECIALIST CONES, BROAD ENOUGH, FOR EXAMPLE, TO PRODUCE CASE OFFICERS

AND ANALYSTS ABLE TO GO WHERE THEY WERE NEEDED BUT TRULY EXPERTS IN THEIR

TRADE. 25X1

ONE OF OUR PROBLEMS HAS BEEN THAT TRADITIONAL CAREER PATTERNS HAVE FORCED
SUBSTANTIVE EXPERTS TO BECOME MANAGERS. SOMETIMES WE TURN SUPERB SPECIALISTS
INTO MODERATELY TALENTED MANAGERS. OTHERS, UNWILLING OR UNQUALIFIED TO BECOME
MANAGERS, BECOME UNDERSTANDABLY FRUSTRATED AND SOME LEAVE THE AGENCY TO WORK AT
ENHANCED PAY IN THE PRIVATE SECTOR. SOME EVEN COME BACK AS CONTRACTOR
EMPLOYEES TO WORK ON AGENCY PROJECTS. THIS SITUATION IS TROUBLESOME,
ESPECIALLY WHEN WE CONSIDER THAT OUR LONG-TERM EXPERIENCE BASE HAS BEEN
GRADUALLY BUT STEADILY SHRINKING. 1IN 1976, 14% OF OUR PEOPLE HAD LESS THAN
THREE YEARS OF CIA EXPERIENCE, BY 1981 THIS NUMBER HAD RISEN TO 16% AND BY THE
BEGINNING OF FY 86, 23% OF OUR EMPLOYEES HAD LESS THAN THREE YEARS WITH THE
AGENCY. TO SOME EXTENT THIS REFLECTS THE RAPID GROWTH IN CIA, PARTICULARLY IN
THE 1981-1986 TIMEFRAME, WHEN AGENCY PERSONNEL GREW 21%. HOWEVER, THE GROWING

COMPETITION FOR SPECIALISTS IN CERTAIN FIELDS MAY EXACERBATE THIS TREND UNLESS

WE ARE BETTER ABLE TO REWARD THOSE WHO DO NOT GO INTO MANAGEMENT. 25X1

NO LESS IMPORTANT, PARTICULARLY IN A TIME OF RESOURCE CONSTRAINTS, IS OUR
NEED TO IDENTIFY AND DEVELOP A SKILLED MANAGEMENT CADRE. MANAGERS MUST CREATE
ENVIRONMENTS THAT DEVELOP LOYALTY AND MOTIVATE EMPLOYEES TO PERFORM AT THEIR
HIGHEST POTENTIAL. IN ADDITION, OUR MANAGERS MUST BE CAPABLE OF INTEGRATING
HUMAN RESOURCE PLANNING WITH PROGRAM PLANNING AND DEALING WITH THE GROWING
COMPLEXITIES OF INTEGRATING THE RESOURCE REQUIREMENTS OF MULTIFACETED

COLLECTION, PROCESSING AND ANALYTIC ACTIVITIES. WE ALSO KNOW THAT THE

10
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MANAGEMENT FUNCTION IS GOING TO BE VITALLY IMPORTANT IN IDENTIFYING PERSONNEL

REQUIREMENTS FOR THE FUTURE AND IN PLANNING TRAINING AND ASSIGNMENTS TO ENSURE

25X1
EFFECTIVE CAREER DEVELOPMENT AND SUCCESSION PLANNING.

EARLY IDENTIFICATION OF OUR MANAGEMENT CADRE COMBINED WITH A SIGNIFICANT
EXPERIENTIAL ASSIGNMENT PROCESS WILL SERVE TO ENHANCE MANAGEMENT AND PLANNING
CAPABILITIES; AND, WITH A SUFFICIENT CADRE OF EXPERIENCED MANAGERS, WE WILL BE

ABLE TO KEEP SUBSTANTIVE EXPERTS WHERE THEY CAN MAKE THEIR MAXIMUM CONTRIBUTION
- 25X1

TO THE ORGANIZATION.

TRAINING:

FINALLY, WE NEED TO FOCUS ON TRAINING, BECAUSE NO MATTER HOW GOOD OUR
PERSONNEL PLANNING, THE PEOPLE WE HIRE IN THE 1980'S ARE UNLIKELY TO HAVE THE
MIX OF SKILLS WE WILL NEED IN THE 1990'S. INDEED, OUR YOUNG PEOPLE ARE
LEARNING WHAT MANY OF THEIR SENIORS HAVE KNOWN FOR SOME TIME--THAT THE
HALF-LIFE OF ONE'S SKILLS, PARTICULARLY IN THE TECHNICAL AREA MAY BE LESS THAN
SIX- EIGHT YEARS. WHAT THIS MEANS IS THAT WHETHER WE ARE TALKING ABOUT SKILLS

MAINTENANCE OR RETRAINING, EDUCATION IS GOING TO BE A CONSTANT FOR OUR

PROFESSIONAL WORK FORCE. 25X1

TRAINING IS IMPORTANT FOR ANOTHER REASON. GIVEN THE MULTIDISCIPLINARY
NATURE OF OUR TASKING AND THE NEED TO SHIFT OUR WORK FORCE TO ACCOMMODATE
RAPIDLY CHANGING WORLD EVENTS, WE MUST DEVELOP A CADRE OF PERSONNEL WHO ARE NOT
JUST FUNCTIONAL SPECIALISTS, BUT WHO ARE PRIMARILY INTELLIGENCE OFFICERS.
INDEED, YOU MIGHT SAY THAT IN A PERSONNEL SENSE OUR MISSION IS TO TAKE

POLITICAL SCIENTISTS, COMPUTER SCIENTISTS, AND PHYSICAL SCIENTISTS AND, TO

LR
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SOME EXTENT, CHANGE THEIR FOCUS FROM BEING, FOR EXAMPLE, A SCIENTIST WHO

HAPPENS TO WORK AT CIA TO AN INTELLIGENCE OFFICER WHO HAPPENS TO BE A

25X1
SCIENTIST

THIS IS NOT TOTALLY OUT OF THE QUESTION BECAUSE WE ARE TOLD THAT, ON
AVERAGE, OVER THE COURSE OF ONE'S WORK, LIFE PEOPLE CHANGE CAREER FIELDS TWO -
THREE TIMES AND CHANGE EMPLOYERS FOUR - FIVE TIMES. SINCE WE TEND TO HIRE
MULTIFACETED, MULTITALENTED PEOPLE, WE CAN EXPECT OUR EMPLOYEES TO BE
SUSCEPTIBLE TO SIMILAR CAREER MIGRATIONS; AND IF WE WANT TO KEEP A CAREER WORK

FORCE, WE WILL NEED TO PROVIDE THEM WITH OPPORTUNITIES TO CHANGE CAREER FIELDS

25X1
WITHOUT LEAVING CIA.

AT THE CENTER OF OUR THINKING, AS WE EXPLORE THESE AND OTHER INITIATIVES,
IS THE REALIZATION THAT, HOWEVER WE IMPROVE OUR SYSTEM, THE GOVERNMENT
GENERALLY IS NOT GOING TO BE ABLE TO OUTBID THE PRIVATE SECTOR. MOREOVER, OUR
EMPLOYEES HAVE NEVER COME TO OR STAYED WITH CIA SOLELY BECAUSE OF PAY AND
BENEFITS. IT IS THE IMPORTANT AND EXCITING MISSION WHICH ATTRACTS THEM. IT IS

THE SENSE OF ACCOMPLISHMENT AND RESPONSIBILITY WHICH KEEPS THEM HERE. 25¥1

EVERYTHING I HAVE TALKED ABOUT RELATES TO OUR ABILITY TO MAINTAIN A HIGH
LEVEL OF JOB SATISFACTION, AND THAT MEANS GIVING OUR EMPLOYEES THE TRAINING AND
TOOLS THEY NEED TO DO THE JOB AND MAKING THEM FEEL THAT THEY ARE SPECIAL. WE
CONSTANTLY SEEM TO BE RATCHETING UP THE EDUCATIONAL AND SKILL REQUIREMENTS AND
INCREASING THE LIFESTYLE AND SECURITY CONSTRAINTS, YET THE CONTINUED DEDICATION
AND ENTHUSIASM OF OUR PEOPLE CAN BE SEEN IN A CULTURE WHICH FORFEITS OVER

100,000 HOURS OF ANNUAL LEAVE EACH YEAR AND AN OFFICER CORPS WHICH ROUTINELY

FAILS TO PUT IN FOR OVERTIME FOR DOING THE JOB. 25X1

THIS IS NOT SOMETHING WHICH CAN BE SUSTAINED BY EFFORTS TO HOMOGENIZE THE

12
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CIA INTO THE REST OF THE GOVERNMENT OR EVEN TO MAKE CIA LOOK EXACTLY LIKE THE
OTHER COMMUNITY AGENCIES. I BELIEVE THAT EACH AGENCY SHOULD HAVE THE
AUTHORITIES IT REQUIRES TO BUILD AND MAINTAIN A SYSTEM WHICH WILL BE
ATTRACTIVE TO ITS CAREER CADRE AND WHICH WILL ENSURE THE HIGH QUALITY STAFF
WHICH IS EXPECTED IN OUR BUSINESS. BUT IT WOULD BE A MISTAKE TO ERASE THE
FUNDAMENTAL DIFFERENCES IN CULTURE AND AMBIENCE. WHILE EACH OF US WITHIN THE
INTELLIGENCE COMMUNITY WILL BE LEARNING FROM EACH OTHER, THE DIFFERENT
PERSONNEL EXPERIMENTS AND DEMONSTRATION PROJECTS IN OUR RESPECTIVE AGENCIES

REPRESENT HEALTHY EFFORTS TO BUILD TOWARD THE FUTURE WHILE PRESERVING OUR

25X1

ESSENTIAL CULTURES.

FROM MY PERSPECTIVE, THEREFORE, YOUR SURVEY OF OUR PERSONNEL NEEDS COULD
NOT BE MORE TIMELY, AND WE WILL WANT TO WORK CLOSELY TOGETHER TO SEE HOW WE
MIGHT USE OUR EXISTING AUTHORITIES, AND OBTAIN ANY ADDITIONAL AUTHORITIES WHICH
MIGHT BE REQUIRED, TO IMPROVE OUR HUMAN RESOURCE MANAGEMENT SYSTEM SO THAT WE

CAN CONTINUE TO PROVIDE OUR COUNTRY WITH THE BEST INTELLIGENCE PROFESSIONALS IN

THE WORLD. 29X

13
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ROBERT C. BYRD, WEST VIRGINI EX OFFIC
1A EX OFFICIO WASHINGTON, DC 20610

BERNARD F. MCMANON, STAFF DIRECTOR
ENIC 0. NEWSOM, MINOAITY STAFF DIRECTOR

July 16, 1986

IN RESPONSE PLEASE
REFER TO 86-_2641

The Honorable William J. Casey
Director of Central Intelligence
Central Intelligence Agency
Washington, D.C.

Dear Bill:

In April 1985, the Committee outlined its three goals during
the 99th Congress. To date, two of these goals are well on their
way in great part through your efforts and cooperation, namely the
development of a National Intelligence Strategy and a comprehensive
review of the federal government's counterintlligence and counter-
measures capabilities and requirements to stem the loss of classified
information. Our third goal was a review of Intelligence Community
personnel. Since personnel capabilities and requirements are integral
to accomplishing the plans in the National Intelligence Strategy, it
is important that we understand each agency's personnel goals,
policies, and programs which support the key intelligence functions.
Personnel -- quality personnel -- are the critical linch pin if the
Intelligence Community is to meet the challenges outlined in the
National Intelligence Strategy. 1In this review, we would focus
only on personnel issues as they relate to the major intelligence
functions: human intelligence collection, counterintelligence,
development and operation of technical programs, and analysis. We
would, therefore, look first at personnel assigend these functional
responsibilities by agency (CIA, NSA, DIA, INR and FBI (CI)), and
then evaluate each function across the Community. We expect that
in this process we should be able to identify the principle issues
which relate to hiring and retaining the best intelligence cadre
into the 21st Century. To accomplish this, the Committee will need:

l. To review more fully these major intelligence functions.

2. To understand the personnel goals and strategies for those
functional reguiremets as evidenced by policies, objectives and
long and short range planning.

3. To review your capabilities, based upon your authorities
and your programmatic efforts to achieve these needs.

N i
LT L/

J;“,J k - Lo 4 1‘.
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The Honorable William J. Casey
July 16, 1986
Page Two

4. To determine the efficacy of current personnel programs
(recruiting, training, pay, incentive, equal opportunity, and
retirement) to attain the goal of the finest quality personnel
for the Intelligence Community.

In the past ten years, the Intelligence Community personnel
has grown by nearly 18 percent. While this statistic would appear
to be healthy, the SSCI would need to examine whether more or less

is needed as well as the implications for national security if more
or less is provided.

On July 23, at 9:30 am, the SSCI will hold its initial personnel
review hearing in Hart 219, The hearing will provide you or your
representative the opportunity to give us an overview of your
personnel capabilities and requirements in relation to the four
missions, as applicable, mentioned above. We would also expect
you to define your agency's personnel goals to meet the long and
short range challenges outlined in the National Intelligence
Strategy. At the hearing, we would also expect you to identify
present and future personnel issues which will detract from your
ability to carry out missions, and to describe efforts in progress
to strengthen the quality of personnel. We will also expect you
to identify areas where enabling legislation may be necessary.

For the next three of four months, staff members will be
meeting with your agency officials to conduct this reiview and
to prepare a Committee report. Charles Battaglia will serve as
the director of this project whi ohn Despres will be heading
the teamwhich will be reviewing
agency. To assist us, we would like apersonnel point of contact

ave Durenberger
hairman

Patrick J. Leahy
Vice Chairman

Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9



Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9

OCA 86-2950
05 SEP 1986

The Honorable Dave Durenberger
Chairman :
Select Committee on Intelligenc
United States Senate
Washington, D.C. 20510

Dear Mr. Chairman:

The Director has asked me to respond to your letter of
15 August 1986 enclosing a series of questions on our
personnel planning, recruitment, training and management.
As suggested in your letter,| has been in STAT
touch with John Despres of your staff to facilitate receipt
of the requested material.

This letter was also sent to Vice Chairman Leahy.

Sincerely,

David D. Gries
Director of Congressional Affairs

Distribution:
Original - Addressee
1 - DCI
1 - DDCI
1 > EXDIR
- ER
1 - DDA
1 - D/PERS
1 - D/OCA
1 - EO/OCA
1 {Ucijvkhrono STAT
1 - ecord
1 - OCA Chrono
OCAmw (3 September 1986) STAT
etypeazaw (4 September 1986)

e

Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9



Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9

NCA 86-2948
05 SEP 1986

The Honorable Patrick Leahy

Vice Chairman

Select Committee on Intelligence
United States Senate

Washington, D.C. 20510

Dear Mr. Vice Chairman:

The Director has asked me to respond to your letter of
15 August 1986 enclosing a series of questions on our
personnel planning, recruitment, training and management.
As suggested in your letter,| has been in STAT
touch with John Despres of your staff to facilitate receipt
of the requested material.

This letter was also sent to Chairman Durenberger,

Sincerely,

/s/ David D. Gries

David D. Gries
Director of Congressional Affairs

Distribution:
Original - Addressee
1 - DCI
1 - DDCI
1 - EXDIR
1 - ER
1 - DDA
1 - D/PERS
1 - D/OCA
1 - EO/OCA :
1 - | STAT
1 - OCA Record

- Chrono
OCA ?3 September 1 9863 STAT
:aw (4 September 1986

4». E e
[N 3

-7 e
b TS- L
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4 September 1986
OCA 86-2970

NOTE FOR: The Director
‘ The Deputy Director
Deputy Director for Administration

FROM: Dave Gries

SUBJECT: SSCI Personnel Report

After your 23 July testimony to SSCI on personnel, the
Committee formed staff teams to gather data and write reports
about personnel practices at each of the major NFIB agencies.
The question of what kind of report is prepared and to whom it
is addressed is crucial. We have suggested to senior SSCI staff
on a number of occasions that since the due date for the report
comes up after the 99th Congress has adjourned but before the
100th Congress meets, the report should be kept at the staff
level. The suggestion has now been accepted. The letter of
instruction from SSCI Members to their staff describes the
report as a staff report to the Members. Thus, it will not have
the status of a Committee report and probably will have little

impact.
cc: DDO
DDI
DDS&T
Distribution:
Original - Addressees
1- Ex%}r 1 - DD/HA/OCA
1~ BRvV* - 1 - DD/SA/OCA
1 - OCA Record 1 - DD/Leg/OCA
1 - D/OCA Chrono 1 - OCA Chrono
1 - EO/OCA .
D/OCA:DDG:mdo (4 September 1986) ‘ ¥ \
EXEC
. REG

B-4S-/1

ALL PORTIONS CLASSIFIED SECRET

CCADET L@M
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Please see the requested material,
as appropriate, is provided.

3637 (10-81)
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C BYRD. WEST VIRGINIA 3 OFFICIO WASHINGTON. DC 20510
BERNARD F MCMAHON. STAFF DRECTOR Xy il
ERIC D NEWSOM. MINQRITY STAES DIRECTOR #86- l b
- =

August 15, 1986

The Honorable William J. Casey
Director of Central Intelligence
Central Intelligence Agency
Washington, D.C. 20505

Dear Bill:

We again thank you for your forward looking and insightful
testimony on personnel management issues before the Committee on
July 23, 198¢. We also appreciate the CIA's cooperation with the
Committee staff in initiating our review of the Intelligence
Community's personnel needs and programs.

To facilitate our review, it would be most helpful if the
Agency would supply readily available information on the CIA's
personnel planning, recruitment, training, and management. An
Appendix to this letter details the needed information. We request
that this data be provided to the Committee by September 5, 1986.
John Despres of the Committee staff will stav in touch with the
Deputy Director of Personnel in the CIA, to arrange STAT
for the receipt of these materials.

o -

\ Sincerely,

: Lo S Q}‘
’7\DaygnDS?g%Bergek
-* Chairman

—_———

Patrick Leahy
Vice Chairman

Enclosure: Appendix B yos - /,—
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APPENDIX

Background Data Requested From CIA

I. GENERAL

a. The current number of positions authorized and actually
filled for both career Civil Service and contract
employees -- Agency-wide, by Directorate, and by office.

b. The current number of career employees in each grade by
classification -- Agency-wide, by Directorate, and by
office.

C. The number of new hires, and separaticns/attritions of

career Civil Service each year (1980, 1984, 1985, 1986) --
Agency-wide, by Directorate, and by cifice.

d. The starting and average salary for those career Civil
Service in each grade for each classification -- Agency-
wide, by Directorate, and by office.

e. The average age and range of ages for those in each grade
for each classification of career Civil Service employees.
A similar breakdown for contract employees.

f. The average length of Agency and other government service
and the number of individuals with at least 15 years of
service 1n each grade for each classiZication.

g. The number and percentage of males and females, and
minorities, in each classification fcr career Civil
Service. A similar breakdown for corn:iract employees.

h. Organization charts and functional statements and
appropriate job descriptions -- Agencv-wide, by Directorate,
and by office.

1. Personnel policies, regulations and cirectives.

. Current and previous five year workfcrce profile data --
Agency-wide, by Directorate, and by ctffice.

k. Current workforce, staff needs, strategic personnel plans
and related plans; similar plans for the past five years --
Agency-wide, by Directorate, and by c:ifice.

1. Any reports or drafts addressing personnel management issues

in areas such as recruiting, pay and training -- including
the 1979 NAPA study to the present.
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IT.

III.

-2-

RECRUITING

Plans or description of selection process for both career
Civil Service and contract employees, including samples
of forms and related materials used in process. If
applicable, include copies of any recruiting brochures
and materials provided to applicants.

Reports or studies done on recruiting and selection
process (internal and external studies) since 1979.

Statistical reports for 1984, 1985, and 1986 on vacancies,
applications and selections that are normally maintained
Agency-wide and by Directorate.

Annual recruiting plans (for FY 1986 and FY 1987) and
strategic recruiting plans -- Agency-wide and by Directorate.

Manuals, instructions, and related materials used by
recruiters.

Curricula or description of training for recruiters.

Agency studies, if any, comparing future critical personnel
requirements to projected personnel supply (e.g., future
need for engineers versus future estimated production and/or
availability of engineers).

TRAINING

Training needs assessments or similar documents which
identify the training needs of the Agency, Directorate
or function.

Organization charts and functional statements for in-house
training programs.

Training policies, regulations, and directives.

Curricula or description of training for occupations in
HUMINT, technical collection, analysis, CI, and management.
Also, examples of curricula or description of retraining
and career development programs.

List and description of professional certifications
required or desired by Agency.

Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9



Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9

-3-

TRAINING (Continued)

Iv.

VI.

f.

Statistical reports for 1984, 1985, and 1986 that are
normally maintained by the Agency on extent and type
of training provided.

Description of qualifications and training of trainers/
instructors.

Reports or studies done on training.

Description with sample forms, etc., of the course
evaluation process.

HUMAN RESOURCES MANAGEMENT

Regulations, directives, manuals and related materials
describing policy, procedures, and organizational structure
for performance appraisal, disciplinary actions, awards

and employee grievance programs.

Copies of performance appraisal forms, instructions,
training/orientation materials and related documents for
each system.

Any studies on morale, advancement, quality of life, etc.,
of CIA personnel and dependents overseas.

Any studies identifying problems/issues in retaining
employees in intelligence career fields.

CONTRACTING OUT

a. Policy, studies and data on contracting out and use of
Schedule B civilian employees. Of interest are discussions
on the rationale for, and any problems with, contract
hires.

PLANNING

a. Planning documents, studies, evaluations and related

documents on the CIA's experiments on alternative pay
systems for secretaries and communications employees and
proposed expansion of such systems.
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PLANNING (Continued)

b. Planning documents, studies, evaluations, and related
documents on the proposed 'cafeteria style'" benefits
and allowances packages.
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ROUTING AND RECORD SHEET
SUBJECT: (Optional} ) e
Erecutive Registry
| ap 3249%/10
FROM: EXTENSION | NO.} CU” '
William F. Donnelly STAT
Deputy Director for Administration DATE
TO: (Officer designation, room number, and OATE .
building) OFFICER'S COMMENTS (Number eoch comment to show from whom
RECEIVED | FORWARDED INITIALS to whom. Draw o line ocross column ofter each comment.)
I. Executive Director Y Jim:
7D55 Hgs Bldg.
: The attached memorandum
2. indicates the direction OP is now
taking after the DCI's recent
statement to the SSCI,which has
3. been forwarded to the HPSCI as
well--note paragraph 3. We
intended to focus early in the
4. game on the ADP careerists across
the Agency and specifically on
Case Officers as well. Please
3. pass this memorandum on to the
Comptroller.
6.
STAT
7. William F. Donnelly
Attachment:
8. Memo re Design of New Agency
Job Evaluation and Compensation
System
9. y
10.
1.
12.
13.
14.
15.
G- ¥65-)r
FORM

1.79

610 "o
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ADMINISTRATIVE - INTERNAL USE ONLY

SUBJECT: Design of a New Agency Job Evaluation
and Compensation System

€. OFFICE OF MEDICAL SERVICES SUPPORT: We will require support from
the Office of Medical Services' (Psychological Services Division) research
osychologists in the development of the performance standards and
performance evaluation systems required by the new compensation program.

£. AGENCY SUPPORT: Five or six subject matter experts from each of
the occupations to be evaluated will need to be made available to work
with PMCD full time for approximately two weeks and then on an
intermittent basis as needed during the job analysis phase of the program.

9. SENIOR MANAGEMENT SUPPORT: A working group will need to be
constituted to assist the Office of Personnel and its consultant in
reaching conclusions concerning the internal alignments of the various
occupations.

©. Your approval of the following recommendations is requested.
a. Consultant support and funding as described in paragraph 5a.
b. Computer support 25 described in paragraph 5c.
Cc. Office of Finance sugport as described in paragraph 5d.

~d. OCffice of Medical 3ervices supoort as described in paragragh se.

STAT

. Rocert W. Matee

-l

{
Attachment C

3
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ADMINISTRATIVE - INTERNAL USE ONLY

SUBJECT: Design of a New Agency Job Evaluation
and Campensation System

Recommendation a

APPROVED (4/ DISAPPROVED ( )

Recommendation b

APPROVED (A DISAPPROVED ( )

Recommendation ¢

APPROVED (4 DISAPPROVED ( )

Recommendation d

aporovED (A DISAPPROVED ( )

Approved as noted:

STAT

S "*A 56

Deputy prrector tor Administratign i Date V)

4
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ADMINISTRATIVE - INTERNAL USE ONLY

DRAFT WORK PLAN

The significant phases of the job evaluation program are summar ized below:

Prosect Guidelines:

a. The Office of Personnel will be provided with sufficient Jualified
Tanpower and computer equipment (personal computers witn “tempest”
protection, and adequate access to mainframe terminals with sufficient
programming resources to develop databases and systems required from the
program) .

. PMCD will no longer conduct office-wide position management surveys.
For the duration of tne program, PMCD will be dedicated to the development
of the new ccmpensation system, continuation of the secretarial job
enrichment program and maintenance of essential current pay and
classification programs. Components will be granted the flexibility to
make adjustments in their organizations within their current average grade
t0 maintain the currency of Staffing Complements, with Cursory reviews by
PMCD to assure equity is maintained. If upgrades are required, PMCD will
provide the necessary support on a prioritized basis.

C. Career Services will commit supject-matter experts to serve on the job
analysiz parels for the occupations ceing evaluated,

1. The DDA will identify funaing for an external consultant to assist in
the desicn and imrlementation of the orogram.

PHEASE ONE - 2RCJECT INITIATICN:

3. ©Cbrain ccncurrence of the proposed work olan. Zstaclish a 5 memcer
task force of senior representatives from the Directorates and the DCI
area to assist the Office of Personnel and its consultant in reaching
conclusions concerning the internal alignments of the various
oCccupatiorns. ?Provide criefings to the EXCOM ané Task Force on the
oroposec metnodologies.

5. Apoocint ancé :ndoctrinate a PMCD action 3rous which «ill ce responsidle
for the technical aspects of the program.

C. Develop schedule of steps where consultant interaction, val:dation anc
review Of croposed actions will be reguired.

Jd. Develop an internal communications process to « :
informed about the progress of the job evaluation crogram.
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ADMINISTRATIVE - INTERNAL USE ONLY

PHASE TWO - JOB ANALYSIS:

a. The Task rorce will review the proposed 35 benchmark occupations which
are representative of Agency functions and responsibilities. The Heads of
the five Career Services will propose and assign subject matter experts

for the job analysis panels which will evaluate each of these occupations.

©. Panel leaders from PMCD will oe oriefed by the consultant on the
methodology to be used in data identification and collection.

C. The joc analysis panels will evaluate each benchmark occupation.
d. PMCD and the consultant will analyze all data, tdentify the common and

unique job factors, and establish the levels of responsibility for each
benchmark occupation.

PILOT PROGRAM (concurrent with Phase Two) :

2. The consultant and PMCD will evaluate data on the ADP and Case Officer
occupations collected by the job analysis panels to identify common and
unigue joo factors and levels of responsibility within the occupations.

0. The consultant will conduct marketplace compar 1sons using private
sector and federal sector data to establish a total compensation program.

. The consultant and PMCD will establish tentat:ve linkage points to
OLA&GI Agency occurpations consistent with availaole Jarketgiace data.

4. The Zonsuitant and PMCD wilil develop procedures Zor conversion,

implementation and the administration of “he new compensation system for
toe Lllot srogram,

PHASE THREE ~ JOB ZVALUATION

a. The consultant and PMCD will develop an internally consistent Jjob
2valuation plan wnich reflects Agency requirements and Agency unique job
factors Ior review dy Task Force.

©. The consultant and PMCD will apply the job evaluation olan to all
sencnmark occupations to identify joo responsibilicy and s<ill levels
requlred to zatisfy Agency objectives.

>MCD will 2valuate nonbenchmark occupations zgalinst the Sob evaluation
lan.

MO S!

c. The corsultant ané PMCD will review the OCcupational rankings with the
Task rorce and seek Agency approval of the Job evaluation plan.

2
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ADMINISTRATIVE - INTERNAL USE ONLY

PHASE FOUR - COMPENSATION SYSTEM DEVELOPMENT:

a. The consultant will conduct marketplace analysis of available
benchmark occupations.

b. The consultant will identify link points between benchmark occupations
and marketplace values to construct the compensation system.

Cc. The consultant and PMCD will establish the linkage between the

proposed Agency compensation structure and that of other Federal
compensation systems.

PHASE FIVE - ADMINISTRATIVE PRCCEDURES:

a. The consultant and PMCD, using the pay and benefits schedules
developed in Phase Four, will assign compensation levels for all
occupations based on internal and marketplace values and seek approval by
Agency management,

©. The consultant and PMCD will evaluate current Agency premium pay
policies and recommend policy changes required to implement and administer
the new compensation system.

C. The consultant and PMCD, in consultation with the Comptroller, will

develop procedures for performance reviews, performance-based pay
adjustments, and budgetary linkages for operation of the system.

PHASE SIX - IMPLEMENTATION/ADMINISTRATIVE 2RCCEDURES:

a. The consultant will develop documentation for maintenaince of the new
compensation system,

5. The consultant and PMCD will develop implementation procedures and
conversion criteria.

Cc. PMCD will compute sncrt-term ana long-term COsts projections for
administration of the new salary program.

d. Acency management will advise OMB and the Congressional oversight
committees of the proposed implementation of the new compensation system.

PMCD and Agency management will communicate the details of the new
tem througn odriefings, managerial education, and a variety of
uplications.

3
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BENCHMARK OCCUPATIONS

Administrative Assistant

Attorney - General Counsel

Budget and Finance Officer

Computer Operator

Computer Programmer

Computer Systems Analyst

Document Analyst

Electronic Engineer

Electronic Specialist/Technician
Economist

Editorial Assistant

Engineer

Imagery Analyst

Imagery Scientist

Information Ccntrol Officer/Assistant
Information Resource Officer
Instructor - Foreign Language
Intelligence Analyst

Intelligence Cfficer - Foreign Broadcast
Intelligence Cfficer - Foreign Documents
Intelligence Officer - General
Intelligence Cperations Research Assistant
Intelligence Assistant

Logistics Officer

Medical Cfficer

Cperaticns Cificer

Crerations Surport Analyst

Perscnnel Cfficer,/Assistant

Physical Scientist - Research
Polygraph Officer

Proiect Manacement Engineer

Reports and Requirements Officer
Secretary

SIGINT Officer

Telecommunications Cfficer
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Central Intelligence Agency
Office of the Deputy Director for Science-&Fechmotosy

I Eacutive B iy
A AT S
L 3249%/9 '
L gb- '

e o e 2

29 July 1986

NOTE FOR: EXDIR

FROM: DDSET

Jim,

Every time I turn around I find
some additional information pertaining to
incentives for linguists. Attached is a
copy of a statement made by the NSA before
the SSCI on 23 July. Pleasc note the
statement which is highlighted on page 5.

Your idea of turning off the
Language Use Awards for our FBIS linguists
is wrong. I do not agree that a mere QSI
will solve the problem. We need to come
‘ up with a scheme that lets them know
g S SR O MRS Ny e IR A that they are a desired commodity in
e this Agency.

STAT

Evan Hineman

*551'5727£TL‘/,f9
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86- 3249%/5

- DDA STATEMENT BEFO‘lE SSI_ HEARING
ON NFIP PERSONNEL

23 Julygk986

' '
(U) NSA has becen and will continue to be a human enterprise
| .

dependent for its excellence on the number and qQuality of {ts
people. We have come to understand that unique human factors,
working above all reasonable expectztions, have many times been
responsible for much of our succecsl In tvsms of information
- derived from collection, analysts a;d managérs at every level
routinely develop insightful results beyOndéthat immediately

apparent in available data. |

(U) Thanks to your support, NSA ha:s bcen in an extended gto'wth
- period over the last several years &n terms;of the size of our wotk
force.. The end result of that grthh has béen én increase in odr
capability to satisfy our mission of analys?s and technical ptdétam
. 4Jdevelopment and operation. Most og the grobth has been {n the

| C
hard-to-recruit, hard-to-retain technical skills of engineering, °

| . _
computer science, and mathecmatics, with a lprge group of linguists

|
included as well. For the future, we must 1ook to a steady,

I 1
continuing manpower growth in order to ensure that we obtain the

skills needed for the U.S. SIGINT Jystem ta meet the demands for
national security support which wiil be plgced on it during the
1990s. A potential circumstance that would provide for no manpower
growth, or a reduction in current Aanpower:levels, would have
serious implications for future NSA inte114gence production.

(U) Our long and short-range pcrsonned goals to meet the

dhallenges set forth in the National Foreiqn Intelligence Strategy

!
)
i
i

A 4
PR ¢ !
o
e - “xt
- r » -
¥4 '}(
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are to recruit, develop, and retain the ve:rt personnel possible,

quality work force will engure our

Recruitment, development and retention cf an increasingly high
%uture ability to overcome

foreign efforts to deny information to our collection effort.
Experts {n new technological advancer will nelp in the effort to
fort through large quantities of data and make real-time analysis

. more of a reality. oOur cryptanalysts and mathematicians will

Provide even more intelligence nupp$tt to> nilitary commaﬁders as

tactical intelligence problems become¢ mcre technical.

(U) NSA enjoys a very successful resruitment Program that has

resulted in the Agency being 100% minned fcr soveral years.

tecrujtment effort has been complemerted byian exceedingly low

attrition rate--about {ive percent over the same time perioq.

flowever, regardless of our past accomplishments, Several present

and future personnel issues threaten to stymie the Agency's

-progress,

(U) Of paramount concern is the act al and perceived erosioﬁ

of fedoral employee benefits. This fssun affects both the

|
recruitment ang retention of employeess, In recent years, employees

{
have been saddled with teduced cost of living pay increases and

|
substandard health insurance benefits while being forced to

contribute to Mecdicare. 1In a3dition to actual changes, there aréAa

variety of pProposals currently under considc%ation that Qould

adversely affect Agency employees. These include the prop&sed

immediate taxation of retirement annuities, ﬁhe threat of future
|

freezes in within~-grade increcases, and rescl#sidn of the siék lé;ve

accrual incentive, i

: 00260012-9
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]

(U) Not only does the reductiqn in benefits demoralize the
current work force, which could lc;d to increased attrition, {t
Aggravates the already difficult r;sk of tﬁCEuiting highly
- qualified applicants. 1€ bcnefitsfcnntinun to shrink, we fear an.

fncreasing number of Possible recrdits will elect carccrs in tﬁé

private sector. '
i

(U) Adding to thn dilemma, thg Ppublic perception of federal
employees has diminished in recently-atu. Federal employment h‘s
b?cn porfrayed as consiisting of mundane wo-k, substandard pay, Jhd
an being less desirable than working in th: private sector, Liké

many other agenices, we are invnlved in»a itruggle to replace a
Iradually aging work force through reerviting and retaining
Younger, talented, well-educated emk]oyoes. Unfortunately, these
ate the very people who are being d&uc0ura!ed from ccnsidering
Government secvice as a career. NSL har c-mbated this rtigma with
“an agqgressive poblic relations ptogrnﬁ but £he struggle {s becoming:

increasingly moie difficult.

(1) Another personnel icsue we nust address involves NSA'g .
{

fubstantial expansion over the past|aix ye:rs. This has led to
fsome significant changes in work forre demcgraphics. Over one-
third of our people have six years or less of experience The

ak i . , . .
11 mix of this gqroup is guite dlLferent from that of those hired

i i |
n the past, par cxample, in FY8S, 60% of the new hires were in

tee er fi
~chnical carece: fields-~double the lercentage in FYG67 Much has

b .
cen written about the changing value systems ang increased

mobflity of the ncw breed of professional employees. 1f

]
1

3
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i
i !
|
predictions prove Lo be true, we can exyec! to retain fewer of this
. , -
yroup based strictly on their lack ol commitment to Government

service.

3

(U) Employces with over 20 year:s ol s-rvice make up another

. |
third of our work forcc. This subgroup in:ludes most of our senior
i

cxecutives, managers, and technical'ﬂxpvrtw. Over 40% of these
!

cmployeces are currently eligible to retire. 1f any significant

changes are made to the reticement system, the Agency could

expericnce a tremendous loss of expcrti:e that would be difficult

to replace. l

(U) The relative 5ize of the ;1 to 40 year old population will
continue to decline while the 21 tg 30 sex7 0]Jd and the 41 and up
population expands. The large numﬁer ol n>wer pre-professional and
professional cmployees will be comgctin; f> a lesser number of
more responsible positions as theig -ar:er3 progress. Considering
their high marketability and tendeﬁcy'towards career mobhility, we
will bLe hard pressed to provide cagoor projession that meets tﬁeir

nxpectations. l

|

(U) Yet anoth:r is:ue is the ghrrolsrl marketability of Agency
»mployees in the private sector. Jn particular, critical skill
cmployees are morc marketable than cver beaute their skills are no
longer Agency-specific, Cryptana]Jsts, erjincers, computer
scientists, contracting technivian;, anl cven polyqruph examiners
have a variety of outside career oépnttunitieﬁ. As more private

|

sector fiims become aware of the necd for secure communications,

thp demand for these skills will aérelerate.

"
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(U) In summary, pay, benefits, und the offer of challénginbi
work attract highly qualified peoplé to thu§work60tce. The
tascination of the work itself, mor; than any other single factor,
keeps people in the Intelligence buLinecs. ée are not gravel;
concerned that cither the attraction or ret.ention power of the
Intelligence business will fail, but we fea; that tightening
budgets and changes to government-wide per:ionnel policies could
diminish the ability of our Agency to atttaét and hold the calib@r

of people it needs.
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Exeeutive Fagistry
29 July 1986 86-3249x/ 8

NOTE FOR: DCI
VIA: DDCI

SUBJECT: SSCI Hearing -- 23 July 1986

Just a quick update on where we stand with regard to the steps
outlined in your testimony on personnel management.

[::::::::::}one of the Deputy Directors of Personnel, is nearing 25X1
completion of a large task force effort which will provide us a
roadmap for changes in our personnel structure and incentive
programs, and give us some food for thought on how to sustain the
dedication and enthusiasm of our employees. This has been a
six-month effort conducted on a half-time basis by some of our more
free~thinking officers from all the Directorates. You should
receive the end product by late August.

I have just received the recommendations from the Executive
Development Task Force for beefing up our people~development
process. It calls for a complete restructuring of OTE's Management
School and some interesting changes in our approach to executive
development. We will be ready to discuss this shortly.

In your testimony you referred to adjustments to our pay
system. As you know, we have been working steadily toward getting
off the General Schedule and into a more responsive and competitive
pay mechanism. The recent OPM proposal in this regard and your
pitch to the SSCI offers us an opportunity to move much faster now
without raising alarms on the Hill and elsewhere. There are two
ways to approach this problem: 1) OPM's simplistic idea of just
collapsing the 18 GS grades into 6 bands; or 2) doing something more
meaningful and effective--and thus more radical.

We seek the latter, more thoughtful, approach. It involves us
in banding along functional, vice directorate, lines. For the
long~term, we have to determine how many banding systems we must
have in the Agency to accommodate the various occupations which make
up the intelligence business. For starters, OP has identified 35
occupational categories which cover 80-85% of our employees. I
think considerable aggregation is required. When a minimum number
is arrived at, we then must determine the appropriate level of
compensation for each banding system--probably a 12-18 month
undertaking. In the meantime, we probably ought to apply the

CONFIDENTIAL

G- Yo5-,
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lessons we have learned in implementing the Commo and Secretarial

pay systems and band another element of our population--perhaps our
ADP employees Agency~wide. I think Bill Donnelly has told you we're

prepared to move on this.

25X1

cc: DDA
DDI
DDO
DDS&T
Compt

M/
Cge “”G”‘“‘“

5 {(/52’4{:‘

i

CONFIDENTIAL

Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9



Declassified in Part - Sanitized Copy Approved for Release 2013/12/30 : CIA-RDP88G01116R000200260012-9

Centra! Intelligence Agency

o 1 JUL 1386
OCA 86-2481

Washingion D C 20505

The Honorable Dave Durenberger
Chairman

Select Committee on Intelligence
United States Senate

washington, D.C, 20510

Dear Mr. Chairman:

I am responding to your letter of 16 July 1986 to the
Director of Central Intelligence on the personnel review
your Committee is conducting.

As you probably know, our staffs have already met to
discuss the goals and objectives of your review of CIA
personnel procedures. Our Office of Personnel will oversee
our responses to the Committee's team. Deputy STAT
Director of Personnel for Plans, Analysis and Evaluation
will be the principal action officer. Please submit vour
requests for interviews or information to on my STAT

staff.

This letter was also sent to Vice Chairman Leahy.

Sincerely,

/s/ Davig D. Gries

David D. CGries
Director of Congressional Affairs

Distribution:
Oricinal - Addressee

7. DC! 1 - QCo/EXN
1 - ooel 1 - D/Pép.s“
1 - DXDID 1 - ¢/S
- qucc 1 - ES
e | T
o 1 =T wecorg
- DDE 1 - OCE Chrono

- DDSST K P57

I - Comnt
- DJOCk
a2 22 Julv 198€) e - F100 ZA qiar
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Central Intelligence Agency
- 924 JUL Is00
OCA 86-2432

Washinglon, D € 20505

The Honorable Patrick Leahy
Vice Chairman

Select Committee on Intelligence
United States Senate

Washington, D.C. 20510

Dear Mr. Vice Chairman:

I am responding to your letter of 16 July 1986 to the
Director of Central Intelligence on the personnel review
your Committee is conducting.

As you probably know, our staffs have already met to
discuss the goals and objectives of your review of CIA
personnel procedures. Our Office of Personn 1 ersee
our responses to the Committee's team. Deputy STAT
Director of Personnel for Plans, Analysis and Evaluation
will be the principal action officer. Please submit your

requests for interviews or information to on my STAT
staff.

This letter was also sent to Chairman Durenberger.

Sincerely,

/S/ Davl'd i,), ‘

= KICRA

David D. Gries
Director of Congressional Affairs
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